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ABSTRACT

CREATING A LEADERSHIP MODEL FRAMEWORK FOR ART EDUCATION:
EXAMINING LEADERSHIP PHILOSOPHIES, TECHNIQUES, AND
PRACTICES OF ART EDUCATION LEADERS
Li-Hsuan Hsu, Ph.D.
Division of Art and Design Education
School of Art and Design
Northern Illinois University, 2017
Kerry Freedman, Director
The purpose of this study was to examine art and art educational leadership experiences
and the development of leaders in art organizations to determine how their past art and art
education influenced their leadership philosophies, techniques, and practices. To allow art
educators to share their successful practices and provide a standard by which future and
developing leaders can measure their progress and maturation, a framework for leadership in art
education was created based on the investigation of a variety of current art leaders’ personal
backgrounds, professional experiences, and underlying leadership philosophies to discover the
core characteristics of a successful art leader.
Two phases of case study were included in this qualitative research. The data collection
techniques included interviews, observations, and artifact collection. In the first phase, the
participants of this study included 24 art and art education leaders from three metropolitan areas:
New York City, Chicago, and San Francisco. In the second phase, the participants only included
those selected in Chicago as a single case study.
This study presents an Artful Leadership Framework with the three layers of leadership
behaviors, synthesizing how the arts leaders selected for this study implemented leadership based

on holistic art experiences and professional leadership practices. The researcher discovered close
connections among their leadership philosophies, techniques, and practices as a sequential logic.
In this study, the participants came from educational backgrounds in the arts, and artistic creation
was important to their life experiences. While fulfilling leadership roles in arts organizations,
these arts leaders did not separate their art experience from their leadership practice. The totality
of their creative experiences in the arts became an essential element that guided their behaviors.
The findings of this study revealed a high level of connection between art experience and
leadership development among these arts leaders. Although discovering this connection was an
important part of the research design and this was also designed in the research question and
interview guide, the concept of Artful Leadership crystallized from this study, demonstrating the
connection among leaders’ arts backgrounds and their holistic mindsets, behaviors, and everyday
practices. In addition, the arts leaders selected in this study showed an inclination to apply their
art experience as a foundation to drive their leadership behaviors, and this finding can also
inspire leadership development across other disciplines to integrate the concept of Artful
Leadership into their respective leadership practice.

NORTHERN ILLINOIS UNIVERSITY
DE KALB, ILLINOIS

AUGUST 2017

CREATING A LEADERSHIP MODEL FRAMEWORK FOR ART EDUCATION:
EXAMINING LEADERSHIP PHILOSOPHIES, TECHNIQUES, AND
PRACTICES OF ART EDUCATION LEADERS

BY

LI-HSUAN HSU
©2017 Li-Hsuan Hsu

A DISSERTATION SUBMITTED TO THE GRADUATE SCHOOL
IN PARTIAL FULFILLMENT OF THE REQUIREMENTS
FOR THE DEGREE
DOCTOR OF PHILOSOPHY

DIVISION OF ART AND DESIGN EDUCATION
SCHOOL OF ART AND DESIGN

Dissertation Director
Kerry Freedman

ACKNOWLEDGEMENTS

Traveling from Taiwan to NIU for my doctoral studies in art education was an amazing
life choice. This experience helped me develop my strengths and overcome my weaknesses; it
also transformed my life as a thinker. This dissertation is a tangible summary that represents all
the intangible pathways I have taken to grow and complete my Ph.D. with tremendous support
and I would like to express my deepest appreciation to the following individuals.
Dr. Kerry Freedman has been the beacon of this journey, mentoring me with high
expectations and expanding the boundaries of my potential. Dr. Richard Siegesmund has always
been generous with his time and shared his wisdom that has inspired me in many ways. Dr. Doug
Boughton described that my growth in the program is like the distance of a galaxy, and he has
played such an important role. Dr. Jon Briscoe was willing to fight for me to enroll in a
leadership course I wanted to take and that was the beginning of his great impact on my
leadership studies.
Dr. Shei-Chau Wang, Dr. Kryssi Staikidis, and Dr. Steve Ciampaglia have always been
willing to support my learning throughout my doctoral studies. Gail Jacky has lighted my writing
days with patience, feedback, and encouragement. Meng-Jung Yang has shared her outstanding
research and artistic talent since our master’s at work NTNU. Samantha Goss has been my best
friend in the program, and we have spent many special moments together. The Wells and Goss
family selflessly created a home away from home for me in the United States.

iii
William Goss has accepted me for who I am and given me love, support, and happiness
every single day. Because of him, I never lost faith during this pursuit.

DEDICATION

To my dear parents
for their unconditional love

TABLE OF CONTENTS

Page
LIST OF TABLES ....................................................................................................................... xiv
LIST OF FIGURES ...................................................................................................................... xv
LIST OF APPENDICES .............................................................................................................. xvi
Chapter
1. CONTEXT OF THE STUDY ..................................................................................................... 1
Personal Research Interest in Leadership ................................................................................... 6
Development of the Research Idea in Leadership ...................................................................... 9
Statement of the Problem .......................................................................................................... 10
Purpose of the Study ................................................................................................................. 12
Research Questions ................................................................................................................... 13
Significance of the Study .......................................................................................................... 14
Limitations ................................................................................................................................ 15
Definitions of Terms ................................................................................................................. 16
Theoretical Framework ............................................................................................................. 18
Organization of the Study ......................................................................................................... 21
2. LITERATURE REVIEW ......................................................................................................... 22
Cultural Histories in Art Education .......................................................................................... 22
Culture of Art Education: Professional Organizations ............................................................. 26
National Art Education Association ..................................................................................... 27

Chapter

vi
Page

NAEA’s Interest Groups ....................................................................................................... 27
State-Level Art Education Association ................................................................................. 28
International Society for Education through Art (InSEA) .................................................... 29
World Alliance for Arts Education (WAAE) ....................................................................... 30
United States Society for Education through Art (USSEA) ................................................. 30
Art Education Research Institute (AERI) ............................................................................. 31
Council for Policy Studies in Art Education......................................................................... 31
NAEA Distinguished Fellows............................................................................................... 32
Culture of Art Education: NAEA Advocacy for Leadership .................................................... 32
Conference Themes of NAEA .............................................................................................. 33
NAEA Journals ..................................................................................................................... 33
Editorial Reports Relating to Leadership .......................................................................... 34
Trends in Art Education Leadership ................................................................................. 35
Arts Leadership as a Concept in Art Education ........................................................................ 38
Role of Arts Leaders ............................................................................................................. 38
Discussion of Arts Leadership .............................................................................................. 39
Arts Administration .......................................................................................................... 40
Arts Management .............................................................................................................. 40
Art Education .................................................................................................................... 41
Challenges of Arts Leaders in Large School Settings .......................................................... 43
Rural and Urban Contexts ................................................................................................. 43

Chapter

vii
Page

Partnerships and Outreach Opportunities ......................................................................... 44
Public Perceptions about Art ............................................................................................ 45
Challenges of Arts Leaders in Small Non-School Settings .................................................. 45
Stakeholders ...................................................................................................................... 46
Audience Development ..................................................................................................... 47
Financial Dimension ......................................................................................................... 48
Impact of Institutional and Policy Constraints on Arts Leaders ........................................... 48
Policy Constraints in Public School Settings .................................................................... 49
Institutional Constraints in Arts Organizations................................................................. 50
Organizational Cultures from a Leadership Perspective .......................................................... 52
Perspective of Followers ....................................................................................................... 54
Psychological Impact ........................................................................................................ 54
Task-Oriented Impact ....................................................................................................... 56
Perspective of Culture ........................................................................................................... 57
Recognizing Culture ......................................................................................................... 57
Creating and Changing Culture ........................................................................................ 58
Summary ............................................................................................................................... 59
Leadership Discussions in Other Professional Fields ............................................................... 61
Comparing and Contrasting the Existing Leadership Discourses......................................... 62
Leadership as a Concept ................................................................................................... 62

Chapter

viii
Page

Definitions of Leadership ................................................................................................. 63
Difference between Management and Leadership ............................................................ 64
Similarities of Leadership Discourse across Disciplines ...................................................... 65
Theories and Models ......................................................................................................... 65
Ethical and Moral Consideration ...................................................................................... 66
Leadership Development .................................................................................................. 67
Differences of Leadership Discourse across Disciplines ...................................................... 68
Field of Educational Leadership ....................................................................................... 68
Field of Business and Management .................................................................................. 69
Transformational leadership ......................................................................................... 72
Charismatic leadership .................................................................................................. 73
Authentic leadership ..................................................................................................... 74
Applying Leadership to Art Education Practice ................................................................... 75
Conclusion ................................................................................................................................ 76
3. RESEARCH METHODOLOGY.............................................................................................. 79
Research Design........................................................................................................................ 79
Qualitative Research ............................................................................................................. 79
Pragmatism ....................................................................................................................... 80
Origin of pragmatism .................................................................................................... 80
Essential concepts of pragmatism ................................................................................. 81

Chapter

ix
Page
Dewey’s ideas of pragmatism ....................................................................................... 82

Case Studies .......................................................................................................................... 86
Data Sites and Sources .............................................................................................................. 87
Data Collection Procedures....................................................................................................... 95
Interviews .............................................................................................................................. 95
Observations ......................................................................................................................... 97
Artifacts Collection ............................................................................................................... 98
Data Analysis Procedures ......................................................................................................... 99
4. FINDINGS .............................................................................................................................. 104
Contexts of Arts Organizations ............................................................................................... 104
Arts and Leadership ................................................................................................................ 106
Conceptualizing Definitions of Leadership ........................................................................ 106
Relating Management to Artistic Creation ......................................................................... 110
Similarity of Arts and Language Learning ......................................................................... 114
Emotional Aspect of Arts Leadership ................................................................................. 116
Summary ............................................................................................................................. 118
Visions and Values of Arts Leaders........................................................................................ 119
Building Internal Motivation for Learning ......................................................................... 119
Promoting Holistic Development ....................................................................................... 122
Creating Supportive Environments ..................................................................................... 124
Value of Teamwork ............................................................................................................ 128
Summary ............................................................................................................................. 130

Chapter

x
Page

Individual and Collective Transformation .............................................................................. 131
Individual Transformation .................................................................................................. 131
Collective Transformation: The Example of Garden Museum........................................... 137
Summary ............................................................................................................................. 142
Leadership Styles in Arts Organizations................................................................................. 143
Importance of Adaptability ................................................................................................. 143
Importance of Listening ...................................................................................................... 145
Importance of Systemic Communication............................................................................ 148
Importance of Facilitation ................................................................................................... 149
Summary ............................................................................................................................. 152
Arts Leadership Development ................................................................................................ 152
Learning “On-the-Job”........................................................................................................ 153
Good Influence of Mentors ................................................................................................. 156
Professional Development: Attending Conferences ........................................................... 157
Summary ............................................................................................................................. 159
Creating Arts Organizational Culture ..................................................................................... 160
Balancing Power and Empathy ........................................................................................... 160
Reframing Hierarchical Structure ....................................................................................... 162
Stakeholders’ Individual Development............................................................................... 163
Building Trust, Care, and Support ...................................................................................... 166
Discovering Sources of Satisfaction ................................................................................... 167
Summary ............................................................................................................................. 171

Chapter

xi
Page

Collaboration in and through Arts Leadership........................................................................ 171
Expanding Professional Expertise ...................................................................................... 172
Arts Organizations and School Collaboration .................................................................... 174
Cross-Organizational Collaboration ................................................................................... 176
Summary ............................................................................................................................. 178
5. DISCUSSIONS AND RECOMMENDATIONS ................................................................... 180
Crafting New Literature of Leadership in Art Education ....................................................... 181
Like Raindrops on a Windowpane ...................................................................................... 181
Cloud Chamber Effect ........................................................................................................ 182
Discussions of Findings .......................................................................................................... 183
Development of Leadership Philosophies .......................................................................... 184
Growth-Driven ................................................................................................................ 186
Art Experience-Inspired .................................................................................................. 187
Art Education-Centered .................................................................................................. 188
Summary ......................................................................................................................... 189
Formations of Leadership Techniques ................................................................................ 190
Fostering Communication and Collaboration ................................................................. 191
Creating Personal and Collective Transformation .......................................................... 193
Valuing Authenticity and Internal Motivation ................................................................ 194
Embracing Creativity and Changes ................................................................................ 196
Advocating Values of the Arts ........................................................................................ 197

Chapter

xii
Page

Building Progressive Curriculum and Learning ............................................................. 198
Summary ......................................................................................................................... 199
Analyses of Leadership Practice and Framework ............................................................... 199
Expanded Professional Expertise Sources ...................................................................... 200
Multifaceted Cross-Entity Collaboration ........................................................................ 201
Long-term Vision for Individuals and Organizations ..................................................... 201
Continuous Self-Directed Leadership Development ...................................................... 202
Strategic Alliances for Serving Diverse Audiences ........................................................ 203
Low-Power Distance and High-Empowerment .............................................................. 204
Interdisciplinarity of Administration and Education ...................................................... 205
Proactive Action and Ambitious Reaction ...................................................................... 205
Transparent Organizational Structure ............................................................................. 206
Supportive Environment for Creative Process ................................................................ 207
Emotion and Future Orientation ..................................................................................... 207
Personalized Care, Trust, and Support ............................................................................ 208
Theorizing Artful Leadership ................................................................................................. 208
Visual Representation of the Framework ........................................................................... 210
Concept of Artful Leadership ............................................................................................. 211
Recommendations for Future Research .................................................................................. 216

Chapter

xiii
Page

Applying the Artful Leadership Framework in Art Education ........................................... 216
Interacting with Leadership Discourses in other Disciplines ............................................. 216
Artful Leadership Framework as a Professional Development Tools and Assessment ..... 217
REFERENCES ........................................................................................................................... 219
APPENDICES ............................................................................................................................ 226

LIST OF TABLES

Table

Page

1-1. Research Focus and Components .......................................................................................... 13
3-1. Participants and Organizations Selected in Chicago ............................................................. 89
3-2. Participants and Organizations Selected in New York City .................................................. 91
3-3. Participants and Organizations Selected in San Francisco .................................................... 93
3-4. Connection between Research Question and Data Collection Techniques ........................... 99

LIST OF FIGURES

Figure

Page

2-1 Focuses of leadership theories and practices in other professional fields. ............................ 72
5-1: Leadership philosophies of arts leaders. ............................................................................. 185
5-2: Leadership techniques of arts leaders. ................................................................................ 192
5-3: Leadership practices of arts leaders (the core of growth driven). ...................................... 200
5-4: Leadership practices of arts leaders (the core of art education-centered). ......................... 203
5-5: Leadership practices of arts leaders (the core of art experience inspired). ........................ 206
5-6: Leadership framework in art education. ............................................................................. 209

LIST OF APPENDICES

Appendix

Page

A. RECRUITMENT LETTER ................................................................................................... 226
B. CONSENT FORM ................................................................................................................. 228
C. INTERVIEW GUIDE ............................................................................................................ 230
D. OBSERVATION GUIDE ...................................................................................................... 232

CHAPTER 1
CONTEXT OF THE STUDY

The field of art education is increasingly being challenged due to policy changes at the
state and federal levels. These policy changes are decreasing the intellectual opportunities for
leadership in art education (Freedman, 2011). The educational reforms of recent years have also
influenced art education as a profession. For instance, it has become such a common struggle
that many school districts have decided to eliminate art as a school subject or are not hiring art
teachers in K-12 schools. This challenge reveals that art as a professional field has encountered
tensions from external forces in K-12 settings, and these tensions have also closely influenced art
education teacher education in universities. Art teachers need to constantly function despite the
concerns, even fears, and fight for their position in schools.
Art educators in different contexts realize the unstable nature of the profession, and these
concerns can minimize intellectual leadership since constantly fighting to keep one’s position,
teaching resources, or core values can be overwhelming. The field possesses art educators who
are passionate about teaching art and are also dedicated to increasing the visibility of the arts;
these art educators are in a strong position to not only advocate, but also to lead the field to stay
strong in K-12 school settings, higher education institutions, and community environments. This
study sought to identify the roles of art educators who provide leadership in the arts and to
increase awareness about arts leadership for other professional fields. The field needs intellectual
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leadership for advocacy, research, and practice to cope with policy changes, educational reforms,
and societal phenomena.
Although leadership has long been studied in other fields, leadership has rarely been
addressed in empirical research in art education. The multiplicity of leadership studies in
different fields reveals the complexity of leadership as a concept, and different theories also
present leadership as an ongoing, practical process. Multiple leadership models and theories have
contributed to a larger scope of leadership discourse in business, public administration,
educational leadership, and other school projects. Western (2008) stated that each leadership
model or theory has its specific strengths and weaknesses and has been used in different
historical periods; “each discourse may stand alone and dominate different sectors or
organizations, but they also co-exist, within organizations and within individual leaders and
leadership teams” (p. 11). Bush (2008) concluded that “the educational context is too complex
and unpredictable for a single leadership approach to be adopted for all events and issues” (p.
23). These discourses, developed during different time periods, provided leadership strategies,
evidence, and development for multiple venues; at the same time, the variety of the leadership
models allows flexibility and integration for organizations and leaders to adapt and apply within
diverse needs, cultures, and contexts.
In business and public administration, leadership has been empirically studied. A large
number of articles, books, and research projects describe leadership styles and models based on
empirical research connecting human behaviors. For example, Kouzes and Posner (2007)
developed a model framework for leaders that included five essential components: model the
way, inspire a shared vision, challenge the process, enable others to act, and encourage the heart.
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These five components were synthesized by conducting and analyzing interviews with thousands
of leaders over decades of research projects.
As scholars of academic leadership research, Kouzes and Posner (2007) stated that their
extensive study of more than 25 years of leadership gave credibility to their book, titled The
Leadership Challenge. Also in business, James MacGregor Burns developed the
transformational leadership model, which is still applied to and used in organizations. In his book
titled Leadership, Burns (1978) analyzed leaders’ life experiences in terms of how they
transformed their followers through different strategies. Burns indicated that “in real life the
most practical advice for leaders is to treat all persons like persons” (p. 462). He emphasized that
guiding people to become better by fostering their growth is the secret of transformational
leadership. These seminal works of business and public administration scholars illustrate that
studying leaders’ actual everyday life experiences and their leadership practices helps
researchers unpack the interwoven factors of leadership styles as well as establish models for
enhancing leadership development in a professional field.
In the field of educational leadership, multiple models are similar to those used in
business and public administration, such as transformational leadership, contingency leadership,
or path goal theory. Compared to those common theories and models often discussed in the
leadership discourse, educational leadership emphasizes collaboration and distribution more
often because of the characteristics of school settings that involve a number of groups, including
principals, parents, students, and other stakeholders. Distributed leadership is one idea that has
been heavily discussed in the educational context; Moos (2010) summarized existing research
focused on school leaders and indicated that “leadership needs to be distributed” so that people
can “accept and carry out leadership functions at different levels” (p. 26). Distributed leadership
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seeks personal empowerment so each team member is involved in the decision-making process
(Moos, 2010). Additionally, Brooks and Kensler (2011) commented that “distributed leadership
is noteworthy in that it emphasizes the way that leaders and followers interact in situations […]
and how the behaviors of leaders and followers evolves over time” (p. 56). By investigating the
distributed leadership ideas in an educational leadership context, educational leaders are guided
to balance the responsibilities of leaders and followers and to “equal[ize] the transfer of power”
(Hatcher, 2012, p. 272) to increase the level of effectiveness within schools, universities, and
other educational settings.
Another model that has been discussed in educational leadership is collaborative
leadership, which “refers to leadership that uses the talents and resources of all members, not
simply a leader or executive team” (p. 67). With collection and collaboration of educational
organizations can work together to “generate creative and adaptive solutions” (p.67).
Collaborative leadership parallels adaptive leadership, which requires a stronger reliance on the
“collaborative capacities of organizational members to engage in monitoring the external
environment, broadly disseminating information, and generating new structures, behaviors,
services, and products” (p. 70).
Crow and Grogan (2011) argued that the leadership ideas that have been discussed are
“influenced strongly by the industrial psychology and management literature” (p. 256) as well as
sociology, political science, and other social sciences; however, “the humanities, including arts,
literature, and philosophy have played a very minor role” (p. 256). Additionally, “aspects of
leadership such as aesthetic and ethical and social justice dimensions have been largely ignored
in the traditional U.S. history of leadership thought” (p. 256). Thus, leadership discourse needs
stronger voices from the humanities, and the arts is a discipline that provides an important and
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unique aesthetic perspective. Held and McKimm (2012) highlighted the metaphor “the dance of
leadership” (p. 60) that Denhardt and Denhardt created for the artful use of balanced emotional
state of leadership, which includes “emotional display that shows situational awareness,
contextual sensitivity, and recognition of an individual’s needs” (as cited in Held & McKimm,
2012, p. 60).
Leadership has been revealed as seemingly incidental in the field of art education from a
research perspective, since leadership development has remained unstudied and is thus unclear.
Because of the different theories and paradigms from which established art education leaders
have drawn to create the theoretical foundation for the field, shifts have occurred in the field’s
narrative and discourse. In other words, great leadership exists in the art education field, and
those existing art education leaders recognized the needs of the field, constructed a research
scope, and advanced the theoretical foundation of art education. However, there has been limited
discourse about leadership qualities and transformational processes in art education. Without
effective and empirical studies, future art education leaders do not have theoretical and/or
systematic methods on which to model their own leadership skills. Furthermore, this gap limits
the leadership mindset of art educators and discourages them from examining existing leadership
and future leadership opportunities. To seek excellence and growth, art education fills this gap by
investigating the outstanding leadership in the field.
To fill the leadership gap in art education and investigate a better way to examine
leadership in the arts, an important realization needs to occur. As a discipline that highly values
individuality, art and art education have unique characteristics that differentiate art professionals
from each other. Artists tend to have a strong need for personal and individual space as well as
expressive freedom; additionally, historical art movements have showed that artists pursue
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internal fulfillment and express individualistic voices more often than following the existing
social trends. Avant-garde is a “constant striving for ever-greater autonomy or independence”
(Edwards & Wood, 2004, p. 3). The idea of avant-garde was also “committed to attacking the
status quo” of capitalist society and “ushering in a new social order in its stead” (p. 3). In other
words, emphasis the underlying meaning of this art movement in the twentieth century was to
“re-enmesh the practice of radical art to transform the modern world” (p. 3). Avant-garde is a
social phenomenon that presents artistic, psychological, and ideological assertions of artists
(Poggioli, 1968); it also presents a core of art and artists whose independence and individuality is
highly valued. When this characteristic of the discipline is recognized, the study of leadership in
art education can be crafted based on these contextual factors so that the leadership discourse in
art education can be developed to respond to the special needs of the field. The field of art
education needs to discover a unique way of interpreting, practicing, and creating leadership that
can largely present and embrace the essence of the field.

Personal Research Interest in Leadership

Leadership is a concept, a keyword, and a passion for me as a researcher. As a person
who is highly rational and intuitive at the same time, leadership is an issue that allows me to
express those two different parts of my personality. Successful leaders balance opposing
personality traits. Emotional intelligence and logical thinking, for example, are two qualities that,
when in harmony, allow leaders to lead better. As a researcher, I am inspired by this essence of
leadership.
Being aware of leadership became a part of my everyday life from an early age, starting
with elementary school. I began to explore leadership roles with an encouraging elementary
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classroom teacher who believed I could do more than I thought I could and who discovered my
talents in both art and classroom management. This helped me develop more confidence in
myself as well as my leadership roles. Generally speaking, leaders are considered social and
outgoing; while this would describe me now, at the time I was quiet and shy. Having a teacher
who recognized a shy girl’s leadership potential was really inspiring. Through middle school,
high school, and college, I continued to serve in different leadership roles, and these
opportunities advanced my interpersonal, intrapersonal, managerial, and strategic planning skills.
More importantly, my passion for studying leadership increased as I observed, recognized, and
learned from leaders’ creativity, management, and inspiration in my everyday life.
Entering the professional field of art education during my master’s degree work in
Taiwan in 2008 and my doctoral study in the United States in 2010, I had the chance to read
books about art administration, leadership, and management, and I also took courses in those
subjects. I was fascinated by those theories and models established for analyzing leadership as
both a discipline and development tool. It was at that time that I realized my personal interest had
grown because of this existing systematic, structured way of approaching leadership, and so I
became more aware of how much there was to learn about what qualities good leaders have and
what behaviors good leaders do.
While I started to pursue art education as my profession, I realized there have been many
excellent leaders who have contributed to this field. Especially the higher education educational
experience put me in contact with outstanding leaders in the field. Having opportunities to
interact with those leaders in person increased my curiosity about their professional careers in
leading roles in the field and also encouraged me to further study what they do and how they
think that brings them leadership skills.
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I have also recognized diverse leadership qualities such as sensitivity, capability, vision,
creativity, holistic thinking, and innovation. As my knowledge about art education increased, I
have realized that art education is rarely viewed, discussed, or conceptualized from a leadership
lens that demonstrates diverse qualities and personality traits and transformational processes
between being teachers and being leaders in art education. This limitation discourages the
awareness of good leaders’ qualities in the field, which decreases the opportunities to discover
and interpret outstanding individuals’ qualities and their performance. This blind spot creates a
gap that a stronger theoretical foundation of leadership in art education can fill. There is no
empirical foundation for leadership qualities; thus, future art education leaders do not have
theoretical and systematic methods to enhance their own leadership skills. Leadership theories
and models include various structured methods that I interpret as systematic and scientific. As an
art educator, however, I believe leaders need to be creative and artistic, which is not always
scientific.
I asked myself: “why has leadership not been studied empirically in the field while there
is outstanding scholarship continuously being developed? What is the current state of leadership
in the field of art education?” Looking at the past and present scholarship in art education that
has contributed to art education in K-12 school settings, communities, higher education
institutions, and other venues, I am eager for answers that will lead me to examine the diverse
factors that create successful art education leaders. The passion of learning about leadership has
never faded in my mind and those experiences fuel my desire to discover the essential qualities
individuals have, or make efforts to gain, in their professional career in a leading role.
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Development of the Research Idea in Leadership

The field of art education needs more research on leadership generally, and specifically
on successful art education leaders’ backgrounds so the field can consciously develop leaders in
different venues, such as school settings, private and public sectors, non-profit organizations, and
communities. Art educators need leadership training and development from multiple
perspectives, including policy establishment, curriculum design, community education, and
museum administration. With a prominent leadership voice, future art and art education leaders
will be more mindful about creating visions, strategies, and structured planning. Those
leadership experiences enhance how art educators use the strengths of their personalities to make
decisions in their environmental contexts. The connection between leadership and education can
potentially increase the capacity of art educators to become more effective in their leadership
tasks. In addition, those leadership discourse will be effective resources for developing future
leadership education and leadership development in the arts and art education.
Therefore, this study aimed to investigate the leadership qualities of art educators who
served in leadership positions such as director, president, executive director, manager,
coordinator, and founder of art organizations. Leaders in three metropolitan areas in the United
States were included in this study: New York City, Chicago, and San Francisco. With an
emphasis on the quality of leadership experience and development, this study paints a picture of
leadership that art and art education leaders have created in their respective organizations.
Through investigating the participants’ leadership philosophies, techniques, and practices in art
organizations, this study conceptualized a model leadership framework for future art and art
education leaders.
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Statement of the Problem

Because leadership practice has rarely been addressed in empirical studies in the field of
art education, we do not know the leadership qualities, behaviors, and development of art leaders
and how art leaders shape the culture in organizations and creative, aesthetic, and artistic
perspectives of organizations in different cultures. The study of leadership behaviors and theories
has led to the implementation of frameworks in different fields, including educational leadership,
public administration, and business. The varieties of leadership models built based on research of
actual leaders’ experiences provide diverse perspectives for future leaders to effectively examine
their strengths and weaknesses. However, there are no leadership frameworks developed
specifically for art education, and the leadership models or frameworks from other fields may not
broadly enhance art education leaders’ skills because of unique characteristics of art education,
which are authentic, creative, and individualistic.
The National Art Education Association (NAEA) is the leading art education
organization in the United States. From 1948 to 2015, despite 56 themes having been established
for the NAEA National Convention, leadership as a practice has yet to be included in any theme.
However, “LEAD! Share Your Vision for Art Education” was the theme for the 2016 NAEA
annual conference. Although this title does not include leadership as a key word, the description
of the theme highlighted the importance of both leadership and vision for effective art educators.
Freedman (2011) argued that possessing a clear vision of the future is the most important first
step of art education leadership and that vision needs to be connected to “the leading edge of the
field, reflect best practices, and be written in a curriculum rationale” (p. 41). This focus on
leadership and vision encouraged an expanded perspective to examine art education practice
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through diverse concepts, such as creativity, vision, and collaboration. It charged art education
practitioners, including art teachers, administrators, artists, and researchers, to take action to
advocate for art education within broader venues.
Although the 2016 theme was related to leadership and advocacy, there has been little
call for action to have in-depth discussion as well as empirical research of leadership
development in art education. Freedman (2011) identified the difference between advocacy and
leadership:
The breadth of art education – in schools, communities, museums, and so on – is
continuously threatened by forces requiring that art educators advocate to maintain the
opportunities for students that we currently have in place. Such advocacy is important,
but it is just one part of leadership. Advocacy focuses on supporting and maintaining art
education programs. But, leadership enables change, improvement, and the cultivation of
new ideas. (p. 41)
According to Freedman, creative leadership can inform art educators’ visionary practice. It can
also encourage transformation of art education in both schools and communities. Therefore, the
potential of leadership in art education can lead to many positive, effective changes to current art
education program, and most importantly, high awareness and practice in leadership can also
increase the visibility of how leadership informs future of art education. Without a leadership
framework created from examples of successful leadership in the field, art education leaders in
different settings – such as schools, communities, museums, or organizations – can only develop
their leadership skills through their personal experiences and perspectives. This lack of
framework and support for leadership development greatly limits the leadership possibilities for
art educators, for there has been no objective standard or promulgation of existing effective art
education leadership practices. Developing leadership skills as an art educator is an informal
process because no formal body to guide and further art education leadership skills exists.
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Purpose of the Study

This purpose of this study is to examine art and art educational leadership experiences
and development of leaders in art organizations to determine how their past art and art education
development has influenced their leadership philosophies, techniques, and practices. To allow art
educators to share their successful practices and provide a standard by which future and
developing leaders can measure their progress and maturation, a framework for leadership in art
education was created based on the investigation of a variety of current art leaders’ personal
backgrounds, professional experiences, and underlying leadership philosophies to discover the
core characteristics of a successful art leader.
To investigate art education leaders’ qualities and professional work behaviors, this study
used three terms in art-making processes as major components to examine leadership (see Table
1), and this study also aimed to develop an overall picture of the interplay among the three
leadership components: philosophy, technique, and practice. There were three sub-factors under
each major component that addressed the aesthetic construct of leaders’ behaviors as an artist, an
art educator, and an art leader. First, the philosophy of an artist is embodied in the inner values,
ideas, and beliefs that fundamentally influence the artistic production. Second, artists uniquely
use specific techniques as methods to foster their philosophies by selecting materials and artistic
styles. Third, the practice is the outcome that demonstrates artists’ philosophies through using
selected techniques.
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Table 1
Research Focus and Components

Research Questions

The study answered the following research question and sub-questions: What aspects of
art education leaders’ philosophies, techniques, and practices are influenced by their
backgrounds and experiences and how can these factors contribute to a model framework of
leadership that can be used to improve leadership development and education in art education?
1. How have art education leaders’ educational backgrounds and professional experiences
influenced their leadership philosophies, techniques, and practices?
2. What are these art education leaders’ philosophies of leadership?
3. What are these art education leaders’ leadership techniques?
4. What are these art education leaders’ leadership practices?
5. Based on the above, what would a model framework that can improve the education of future
leaders in the art education field look like?
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Significance of the Study

The significance of this study is to create a leadership framework that illustrates artful,
aesthetic, and creative features of arts leadership by examining arts and art education leaders’
arts backgrounds and professional experiences. The art education field needs stronger leadership
and advocacy to create a platform for knowledge exchange both inside and outside the field.
Leadership studies promote professionalism within a field, support leadership practice and
training of future leaders, and open the possibilities for researchers in different professional
fields to add their insights regarding leadership. This knowledge exchange platform creates
potential interactive connections among professional fields and that will provide guidance in
developing a solid foundation in leadership studies. In addition, leadership studies and discourse
in art education can potentially help art educators develop knowledge and skills to both advocate
for and lead their classrooms, programs, departments, and institutions by providing practicebased resources and strategies.
Based on Crow and Grogan (2011), leadership thoughts from a creative artful perspective
will enrich the existing leadership discourse. By examining leadership in art education, discourse
can be established for crafting a foundation for art educators’ leadership training and for
enriching the current leadership discourse with a more artful aesthetic perspective. Art education
leadership discourse developed through empirical research will become an innovative and
effective leadership development tool for future leaders in art and other disciplines because new
leadership voices, models, and values in art education will stimulate more critical, conceptual,
and creative possibilities for developing leaders. With the enrichment of values and qualities
from artful perspectives in leadership, the current leadership discourse will be expanded and add
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another layer to leadership training, preparation, and development. Bush (2008) contends the
purpose of leadership development is to produce more effective leaders. When a more artful
aesthetic perspective is added to the current leadership scope, leaders in different fields will have
more leadership development tools they can learn from and adapt to their organizational changes.
The findings of this study focused on synthesizing leadership philosophies, techniques,
and practices from art education leaders’ practical experiences in art organizations. This study
enabled art education leaders to reflect on their formation of leadership and helped the researcher
create a framework of leadership in art education. From a professional field perspective, the
study provided a framework of how art education is constructed by leaders in art organizations
and how leadership can be developed and taught. For individual leadership development, this
study investigated how individuals create possibilities for art education through their
professional and leadership practices and how they provide insight into the field for those who
would like to participate as leaders in art education in the future. Most importantly, this study
developed leadership discourse in art education that considers art as a special contextual factor
and reveals the differences and adjustments while discussing leadership from an art and art
education perspective.

Limitations
This study focused on art and art education leaders’ experience only in art organizations,
such as museums, community art centers, non-profit art organizations, and art related institutes.
This study did not include art teachers in school settings as target cases because school teachers’
leadership practices are limited by school policies and national curriculum direction. One
limitation of the study was the difficulty of finding an equal number of participants in each city
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within the data collection period because the leaders traveled or were occupied by
responsibilities in organizations, which caused some scheduling difficulties for interviews and
observations. Another limitation was that this study did not include leaders in higher education,
so the research outcome and implementation were not strongly connected to leadership training
and development at the university level.

Definitions of Terms

The following definitions of terms will be referred to throughout this study:
Arts and art education leaders: Arts leaders and art education leaders are individuals who work in
the field of the arts or art education as their professional careers. The distinction between arts and
art is that “arts” mean there are more than one disciplines included in the discussion and “art”
means visual arts. Arts leaders have backgrounds in the arts (including visual arts, music,
performing arts). Arts leaders’ professional environments vary; they can be, but are not limited
to, local galleries, local community centers, or digital platforms. Arts leaders serve leadership
roles in these contexts, whereas art education leaders serve leadership roles in educational
contexts such as, but not limited to, K-12 schools, arts organizations, community educational
centers, or universities.
Leadership: Leadership has many different definitions. Depending on the contexts, leadership
definitions can effectively describe what leadership means than others. For example, Northouse
(2015) defined leadership as a “process whereby an individual influences a group of individuals
to achieve a common goal” (p. 6). In this study, however, leadership is a holistic construct
influenced by continuous experience of arts and art education leaders. Therefore, different
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perspectives of leadership are discussed throughout the study to cover many factors that interact
and enhance leadership in art education.
Leadership development: Leadership development is a process to describe how leaders
developed their capabilities for the leadership roles. McKee, Boyatzis, and Johnston (2008)
stated that “professional leadership development cannot happen without personal growth” (p.
175), so this study focused on the influence of leaders’ educational backgrounds, their
professional experiences, and how these personal and sociocultural factors shape their leadership
practices.
Leadership framework: This leadership framework refers to a model that consists of various
aspects of leadership behaviors and the relationships among those multiple aspects. A leadership
framework can conceptualize complex abstract ideas and practices in the form of clarity; a
leadership framework also represents critical factors that shape leadership behaviors. Therefore,
a leadership framework was created to helps arts and art education leaders to reflect on their
leadership behaviors.
Leadership philosophy: Leadership philosophy involves leaders’ ideas, underpinning influences,
and identities on their leadership roles; these overarching, internal ideas, underpinning
influences, and identities drive leaders’ external practices. Leaders’ visions were also crafted
based on their philosophies that reflect leaders’ values and qualities.
Leadership technique: Leadership technique is the action leaders take in their respective contexts
to achieve goals and visions. In other words, those actions represent methods and strategies
leaders use to solidify their leadership philosophies. In this study, leadership techniques were
presented as pathways to bridge leaders’ philosophy to their leadership practices.
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Leadership Practice: Leadership practice is the actual outcome leaders produce in their
professional work environments, so leadership practice illustrated the leaders’ primary emphases
in their roles. For example, a teaching artist’s leadership practice can be art-based curriculum
development and leadership practice of an executive director in a cultural center can be
partnerships with other local organizations.

Theoretical Framework
In this study, the researcher based the interpretation of the leaders’ behaviors on the
totality of their experience because overall experience of the leaders cannot be isolated from their
everyday lives. Rather than separating the inner mind and their decision-making process, the
researcher viewed leadership behaviors as a “complete interpenetration of self and the world”
(Dewey, 1934, p. 57). This idea was influenced by Dewey’s definition and perspective of
experience. As expressed in the book titled Art as Experience, Dewey stated that experience is
continuous. This study investigated leadership in the context of art organizations as a process: a
journey from an art education leader’s educational background and the integration of their past
leadership experiences into their current leadership philosophies, techniques, and practices.
Dewey (1934) emphasized that an engraver, painter, or writer “must at each point retain
and sum up what has gone before as a whole and with reference to a whole to come” (p.58). A
leaders’ aggregate experience is the “fulfillment of an organism in its struggles and
achievements” (pp. 18-19); in other words, delight and frustration are also important components
that guide leadership decisions and behaviors and ultimately affect leadership development. This
study investigated multiple contextual factors, including educational, social, cultural, personal,
and aesthetic perspectives, all of which influence the leader’s experiences in an art organization.
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Most importantly, this study investigated the leaders’ awareness of their experiences as a
foundation to interpret leadership in art education.
To investigate the leaders’ awareness of their experiences, the researcher also used a
phenomenological approach to examine their voices. According to Moustakes (1994), Hegel
referred to phenomenology as “knowledge as it appears to consciousness, the science of
describing what one perceives, senses, and knows in one’s immediate awareness and experience”
(p. 26). The research examined and increased the art education leaders’ awareness and
consciousness of their own leadership experiences so those leaders could reflect on their past and
present experiences.
Heideggar (2005) also stated that “consciousness is the theme examined in
phenomenology” (p. 35). This research aimed to strengthen the participants’ awareness and
consciousness as leaders and encouraged them to describe, interpret, and recognize their own
leadership experiences through an “intuitive-reflective process” (Moustakes, 1994, p, 32). By
recognizing personal knowledge and experience in a “free, open, and imaginative sense,
ultimately would determine the core ideas and values that would linger and endure” (p, 26).
Additionally, in response to Dewey’s notion that experience is a social construct, the
phenomenological approach also emphasizes that human experience is “never separated from the
culture and language in which we live, talk, and act” (Pollio, Henley, & Thompson, 1997, p. 8).
The study also interpreted leadership behaviors using transformational leadership theory
that emphasized the growth of both leaders and followers. Burns (1978) stated that real leaders
are ones who “teach and are taught by their followers” and “acquire many of their skills in
everyday experience, in and on-the-job training, in dealing with other leaders and with
followers” (p.169). Transformational leadership is defined as a process that transforms both

20
leaders and followers with a higher level of engagement, motivation, and morality (Northouse,
2013). This study used four factors in transformational leadership as the foundation for
examining art leaders’ qualities; the four factors include idealized influence (charisma),
inspirational motivation, intellectual stimulation, and individualized consideration.
Gaining leadership experience in art organizations requires involvement with multiple
people, groups, and divisions. The leaders’ behaviors were studied to demonstrate how they
engage with others and how the leaders and followers shared a reciprocal relationship in terms of
each other’s advancement (Burns, 1995). This study also explored the following aspects
regarding how leaders evolve within their environment: “becoming self-expressive, listening to
the inner voice, learning from the right mentors, and giving oneself over to a guiding vision”
(Bennis, 1989, p. 34).
Additionally, Briscoe, Hall, and DeMuth’s (2006) concepts of “boundaryless and protean
careers” also inspired interpretation of these arts leaders’ leadership behaviors. The concept of
boundaryless career indicates the infinite possibilities of the career and how to organize and
manage these opportunities to succeed. The protean career represents a self-directed, personal
value-driven career (Briscoe, Hall, & DeMuth, 2006). These two concepts offered this study a
holistic interpretive angle to examine the totality of these art education leaders’ experiences;
also, these two concepts allowed the researcher to focus on the leaders’ experiences across their
leadership positions, environments, and institutions because the interplay of all diverse
experiences was considered in this study. By examining how these leaders lead in different art
educational contexts, this study extrapolated leadership philosophies, techniques, and practices,
to create a holistic strategic leadership framework.
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Organization of the Study

This study is comprised of five chapters. Chapter 1 provides the contextual factors that
build the foundation for this study. In Chapter 2, a literature review is presented that illustrates
the interconnectedness of both historical and contemporary discourse of art education and
leadership. Chapter 3 discusses the methods used in this study, followed by data description and
data analysis procedures. Chapter 4 presents the research findings that respond to the research
questions along with themes discovered from the data analysis processes. Finally, the leadership
model framework, discussion of the findings, and recommendations for future research are
summarized in Chapter 5.

CHAPTER 2
LITERATURE REVIEW

As the foundation of this study, the following literature review provides a survey and indepth analysis of leadership research related to the field of art education and leadership
discourses from other professional fields. The first section focuses on the three historical
perspectives of contemporary art education (i.e., Child-Centered, Disciplined-Based Art
Education, and Visual Culture) to present the cultural context from a historical perspective.
Second, the culture of art education will be discussed by examining professional organizations,
national documents, research, and advocacy literature to demonstrate the strengths and
weaknesses of its current leadership development. The third section will discuss leaders’ impact
on shaping cultures in organizations based on literature outside of the field of art education. The
fourth section will address leadership as a concept in art education with a discussion of arts
leadership, art management, and challenges of art education leaders. The last section will discuss
different theories, models, and themes of leadership that have been studied in other professional
fields and address how art education can benefit from literature outside of art education.

Cultural Histories in Art Education

Before attempting to expand the scope of research in art education, it is important to look
back at the historical context of the field to establish a foundation for the focus of future
research. Chalmers (2004) argued that knowledge of history clarifies contested ideas and
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“formulate[s] questions to be asked about the present and future of art education” (p. 11).
Leadership in art education is a concept that has not been an emphasis of study, yet evidence of
leadership can be observed from the previous decades, especially during the three major
paradigm shifts. Looking back at these paradigm shifts, it is apparent that art education has
developed its leadership perspectives within particular social contexts.
After World War II, society at large was suffering from anxiety due to the war, and this
condition influenced education as a whole. In part, Western art education responded to society’s
need for harmony and peace by emphasizing individual self-expression. Additionally, personal
and emotional growth were emphasized to show that the individual is the central priority of
education (Efland, 1990). Viktor Lowenfeld in the United States and Herbert Read in England
were two major scholars at the time who promoted the creative mind and personal growth in art
education. Lowenfeld’s (1957) Creative and Mental Growth and Herbert Read’s (1963)
Education Through Art were two major contributing texts that stressed the importance of
“individuality and uniqueness” in art education (Efland, 1990, p. 234).
Lowenfeld discussed the potential of the child and noted that creative activities only
become meaningful when “the dynamics interdependence among growth, development, and
creation is understood” (p. v). For Lowenfeld, recognition of the emotional state and sensations
of children played a crucial role in constructing an approach to learning. Lowenfeld argued that
mental and intellectual growth must be developed through a continuous relationship between a
child and surrounding environments. Lowenfeld also identified the importance of recognizing
each individual’s sensibilities; however, he indicated that this concept was missing in the
educational system because the system failed to adapt to social change. Lowenfeld, whose vision
was innovative at the time, placed students’ learning into consideration within the larger social
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context and defined the individual student as an active learner instead of a “passive viewer of his
culture” (p. 10). Read concluded his book Education Through Art with the following statement:
Every man is a special kind of artist, and in his originating activity, his play or work (and
in a natural society, we have held, there should be no distinction between the psychology
of work and of play), he is doing more than express himself: he is manifesting the form
which our common life should take, in its unfolding. (p. 308)
This book also provided art education with a rationale and comprised definitions of
authenticity in art and art making. Read believed education through art could enhance cultural
understanding and prevent future human conflict such as that manifested in World War 2 (Steers,
2013).
Lowenfeld (1957) and Read (1963) promoted individuals’ uniqueness and argued that
children’s creative activities and art production portray their views on life. While these were the
seminal art education voices during the postwar period, by the late 1950s, some scholars began
to challenge Lowenfeld and Read’s concepts in art education.
From 1950 to 1980, the paradigm shifted into a more discipline-based educational
approach, which was largely due to the ongoing hostility-fueled space race and Cold War
between the United States and Russia. Efland (1990) stated that “questions concerning American
defensive capacity were raised after the Soviet Union broke America’s nuclear monopoly with
the explosion of an atom bomb in 1949” (p. 237). The tentative security felt by Americans after
the nuclear proliferation began urged the American government to improve educational
programs in math and science to combat what was seen as an emerging threat. Discipline-based
methods were a result of the strong push toward advancing technology by scientifically
approaching innovative ideas. Multiple disciplines, including art education, became focused on
discipline-based teaching methods to improve students’ learning outcomes. In contrast to
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Lowenfeld (1957) and Read (1943), Eisner (1972) and Barken (1955) focused more on the
science of art learning; moreover, they supported the idea of a structured curriculum approach
for teaching art. Efland wrote that in this transition “science provided the model of curriculum
reform for the whole of general education (p. 241)” and Bruner, an influential psychologist in the
1960s, asserted that subjects such as social studies and humanities could also be taught and
learned using principles and methods of science. Motivated by the Getty Foundation, art
educators responded to this educational shift and suggested an approach that was disciplinedbased. This approach was shaped by applying scientific methods to the art world, leading to the
systematic division of art learning into four categories: art production, art history, art criticism,
and aesthetics. These categories were drawn from art professions.
However, discipline-based art education, as a paradigm, was challenged by art educators
in the late 1990s. The discipline-based argument for teaching art and art education—that four
disciplinary aspects art applied in art education—could no longer be sustained in the
contemporary social contexts (Freedman, 2003). By the turn of the 21st century, Freedman and
White (2004) argued that art education must involve a critical pedagogy that connected students’
construction of identity to their analysis of visual forms such as images, artifacts, and
performance play. With the advent of the internet and mass media, students had become
increasingly influenced by social issues and other diverse visual resources. Around the world, the
focus of national and international art education shifted to a broader range of visual arts and
cultural issues, and more contemporary visual images, including popular art and fine arts, played
an important role in shaping everyday life (Freedman & Stuhr, 2004). The concept of social
justice in education was also emerging more deeply, and an emphasis on visual culture was the
art education field’s response to the rapidly changing world (Freedman). Freedman emphasized
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that “art education has continually changed in response to contemporary experience” and theory
and practice in the field are “creatively productive as well as reproductive” (p. 9). Visual culture
presents an important idea of “border crossing,” which means that teaching visual culture is
“fundamentally about the inclusion of people and the images and artifacts they conceive and
create” (p. 15). Visual culture, as the most current paradigm in the field, reconstructs and
reconceptualizes how art educators view, learn, and teach art.
These paradigm shifts in the past decades indicate that prominent discourse has been
influenced by social context and has shaped the development of the art education field. Looking
at those paradigm shifts and the prominent scholars involved in creating new paradigms enables
current and developing art educators to learn the role leadership has played in art education over
time. The historical context of art education provides a foundation for future research to build on.
Moreover, acknowledging the value of reviewing the evolution of art education in multiple
historical contexts is imperative for future studies.

Culture of Art Education: Professional Organizations

This section presents a number of different professional organizations that influence the
landscape of art education. Through this discussion, the researcher hopes to illustrate some of the
important professional development dynamics in art education. The following discussion
includes the National Art Education Association (NAEA), NAEA’s affiliated groups, the
International Society for Education through Art (InSEA), the United States Society for Education
through Art (USSEA), state-level art education associations, the Art Education Research Institute
(AERI), the NAEA distinguished fellows, and the Council for Policy Studies in Art Education.
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National Art Education Association

The National Art Education Association (NAEA) is the oldest art education organization
in the United States. NAEA was founded in 1947, and it is a membership organization for visual
arts educators. NAEA has members – including elementary, middle, high school, university art
educators, university students, museum educators, teaching artists, and arts administrators – not
only in all 50 states in America but also from 25 foreign countries. NAEA’s mission is to
advance “visual arts education to fulfill human potential and promote global understanding”
(NAEA, 2017).
NAEA provides the most important opportunities for professional development for art
educators from various levels. Art educators both nationally and internationally benefit from and
enhance their professional practice through NAEA. For example, NAEA hosts its annual
conference every spring, and the conference allows art educators to connect, network, and
exchange their teaching and research insights to foster more effective future practice.
Additionally, NAEA publishes journals and books that discuss important trends, movements,
theories, and curriculum strategies for current art educators to have opportunities to update their
professional careers. The NAEA website also offers information, workshops, webinars, and other
ways of support to encourage art educators to engage in dialogues of effective art education
practice.
NAEA’s Interest Groups

There are 20 special interest groups affiliated with NAEA, and each interest group
emphasizes an area in art education to promote specific topics of research and practice. These
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interest groups consist of members from different art education settings, such as K-12 schools,
higher education, museum education, or administration. Members with similar research or
practice interests provide professional expertise and professional development for art educators
who dedicated themselves to a particular teaching or research emphasis.
For example, Caucus of Social Theory in Art Education (CSTAE) was established in
1982 to “promote the use of the theoretical concepts from the social sciences, to study visual
culture and the teaching of art, to inform art educators about theory and practice in the social
sciences, thus acting as a liaison between social scientists and art educators” (NAEA, 2017). The
Committee on Multiethnic Concerns (COMC) is a group established in 1971 that aims to
“encourage, strengthen, and promote greater understanding of cultural diversity” (NAEA, 2017).
Another example is the group of Art Education Technology (AET) established in 1995,
which focuses on “encouraging and exchanging knowledge and ideas related to new media
technologies in the making of visual art, art teaching, and research in art education” (NAEA,
2017). These groups attract NAEA members who approach their art education professions with
similar emphases, and the leadership teams provide open business meetings annually during the
NAEA annual conference. Therefore, these groups aim to develop specific teaching or research
interests, yet they are open for every NAEA member to join their business meetings and groups
to participate in and contribute to the professional development within the area of their interests.

State-Level Art Education Association

There are also many state-level art education associations to promote the professional
development of art educators. State-level associations focus on conference planning, partnerships
with K-12 schools, art exhibitions, workshops, and/or advocating for the value of visual arts at
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the state level. These events and activities provide undergraduate, graduate students, K-12 visual
arts teachers, teaching artists, researchers, and higher education faculty members more
opportunities and develop professionalism and collaborations in art education.
For example, the purpose of the Illinois Art Education Association (IAEA) is to create
“improvement and advancement of visual arts education in schools and through other
organizations in the state” (IAEA, 2017). The Wisconsin Art Education Association’s (WAEA)
mission is to “develop a professional community with a passion for inspiring creativity,
innovation, advocacy, and excellence in art education” (WAEA, 2017). Georgia Art Education
Association’s mission statement is “to advocate for the highest quality visual arts education and
provide for the advancement of knowledge through service, leadership, and research” (GAEA,
2017). Each state-level art education association offers different types of programs and services
to promote art education, and they are important resources of professional development for art
educators at different levels within each state.

International Society for Education through Art (InSEA)

InSEA is an international-based art education association founded on the work of Herbert
Read and developed for individuals who are concerned with education through art, founded in
1954. InSEA aims to provide professional contexts to “share experiences, improve practices, and
strengthen the position of art in relation to all education.” InSEA promotes international
cooperation and better understanding among people because they “would be furthered by a more
completely integrated design and permanent structure for the diffusion of beliefs and practices
concerning education through art” (InSEA, 2017).
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InSEA holds world congresses in many different countries; it also holds regional
congresses in several sites around the world. InSEA also encourages members to publish books
and catalogues in electronic forms and to provide interactive art education forums in different
languages as well as networking possibilities across countries and cultures.

World Alliance for Arts Education (WAAE)

WAAE, founded in 2006, is a powerful voice for advocacy, research, and networking in
the arts worldwide. This association includes leaders from three associations (International
Drama/Theater an Education Association, International Society of Education through Art, and
International Society for Music Education) to collectively define an integrated strategy that
responds to key educational and cultural languages of transformation. The first WAAE World
Summit was held in Hong Kong in 2007, and the following summits took place in 2008 (Taipei,
Taiwan), 2009 (Newcastle, UK), 2012 (Rovaniemi, Finland), 2014 (Brisbane, Australia), and
2016 (Hangzhou, China).

United States Society for Education through Art (USSEA)

USSEA, founded in 1977, is an affiliate of the InSEA and the NAEA; this is a national
association represents individuals working in teaching, curriculum development, and research
related to cultural knowledge and art education. USSEA provides a platform for art educators to
share interest in cross-cultural concerns in art education with other national and international
teachers and scholars to promote greater understanding and respect through instruction, art
curricula, research, and practices (USSEA, 2017). USSEA conferences are regularly held in the
United States to foster communication and collaboration among diverse art educators and
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constituencies. USSEA also publishes the Journal of Cultural Research in Art Education, which
explores diversity and social justice in visual arts education.

Art Education Research Institute (AERI)
AERI is an “autonomous, virtual institute comprised of higher educators who are actively
involved in the production of research and scholarship in visual arts education” (AERI, 2017). A
group of higher educators from a number of higher education institutions in both North America
and Canada founded AERI in 2014 to advance research and scholarship opportunities and quality
in visual arts education, enhancing capacity of both practitioners and researchers to conduct art
education inquiry and knowledge, and promoting a wide range of research issues, questions,
contexts, and methodologies (AERI, 2007). AERI’s face-to-face annual research symposiums are
held at Northern Illinois University. This newly developed research-based institute offers the
field of art education a broader landscape for visual arts research, and this steering committee has
served as leaders in different university art education programs as well as professional
organizations, such as NAEA, InSEA, and USSEA.

Council for Policy Studies in Art Education

The Council for Policy Studies in Art Education is a forum, consisting of 60 members,
for examining ideas that influence the character and function of art education. The purpose of
this group is to clarify thinking, to reflect on purposes, and to strengthen the bonds that connect
people. Therefore, the Council is a professional development tool for leaders in the field of art
education to grow and support each other’s professional pursuits.
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NAEA Distinguished Fellows

The Distinguished Fellows of the NAEA have been recognized for both their leadership
and service to art education as a profession. Selected fellows demonstrate a wide range of
accomplishments, expanding the dynamics of visual arts education by serving in critical
leadership roles such as program chairs at national and regional conventions, editors for NAEA
publications, or members of the board of directors on NAEA governance bodies. The
development of the distinguished fellows group started in 1980 and became official in 1982.
Presently, there are 90 NAEA fellows who provide leadership insight, especially for emerging
scholars in the field of art education. During the NAEA annual conventions, multiple NAEA
Fellows Mentoring Sessions are open to all members, and the mentoring sessions involve topics,
such as professional development, research interests, career choices, or others related to research
and practice in visual arts education. Regularly, there is an “Ask a Fellow” initiative through the
NAEA website that offers sound advice for questions generated from NAEA members.

Culture of Art Education: NAEA Advocacy for Leadership

This following section reveals what has been reviewed and considered regarding
leadership at NAEA conventions and in publications to summarize the past and current state of
leadership discourse in art education. It also uses the state as the starting point to further discuss
leadership with a goal to enhance the leadership development in art education.
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Conference Themes of NAEA
The annual meeting of the NAEA convention has taken place each year since 1948.
Thousands of people from all over the world attend the conference, present their
research/teaching ideas, and share their insights regarding their profession as K-12 art teachers,
artists, art education students, and university professors. The NAEA identifies a theme for its
annual conference to inspire innovative presentations.
From 1948 to 2015, despite 56 themes having been established, leadership as a practice
had yet to make the list. Only two themes, titled “Art Education on the Leading Edge” (2004)
and “Visual Arts Education: Innovations in Teaching, Learning, and Leading” (2008) have
included the term “leading,” but none have focused on leadership exclusively. In 2016, the
conference theme was “LEAD! Share your vision.” These three themes show that leadership has
begun to emerge as a vague concept across the NAEA since 2004, but to date, there has been
little evidence of in-depth discussion and empirical study of leadership in art education.

NAEA Journals

Leadership in the art education field has rarely been addressed by empirical research,
creating a knowledge gap for art educators. The primary professional journal for art education,
titled Studies in Art Education, published by the NAEA, has been collecting insightful and
important studies and articles in the field since 1959. However, during the past six decades since
it was established, there has been little attention to leadership as a concept. This fact reveals that
the importance of leadership has been overlooked in the field. However, in their editorials,
MacGregor and Boyer (1995), two of the senior editors of Studies in Art Education, stated that
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there is a strong need for art educators to become art leaders. Freedman (2007) has also argued
that strong advocacy of leadership will prevent art education, as a discipline, from being
threatened by schools’ current educational priorities focused on language, math, and science.
Studies in Art Education and Art Education are two peer-reviewed journals that have
been important resources for tracking what theories and art education topics have been
emphasized during different time periods and how the field of art education has evolved over
time. Articles published in these two journals offer a historical spectrum of art education, which
holistically present trendy topics for research and practice and also realistically reflect topics as
emerging themes in the field. With a strong interest in leadership studies, the researcher found
that, to date, only 20 publications in Studies in Art Education and Art Education, published by
the NAEA from 1959 to 2016, have included leadership in the title. Among these 20, their
primary leadership emphases have been through presidents’ and editors’ reports (6) or surface
level articles/studies (13) of art teachers’ awareness and action as leaders in art classrooms.

Editorial Reports Relating to Leadership

Presidents of the NAEA and editors of Studies in Art Education and Art Education have
written editorial comments focused on current issues and observations of the field. For example,
Krug (2004) argued that educational technologies are crucial and required to enhance leadership
and research in art education. Reynolds (1949) stated that leadership was a strong key for
increasing organizational leadership during the early establishment of the NAEA. Hansen
(1995), McKibbin (1952), and MacGregor (1995), as editors for Studies in Art Education and Art
Education, have written the editorials for the journals they were responsible for. These short
reports or reviews did not investigate leadership as either a concept or as a practice; instead
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leadership appeared only as a supplementary term buried within the overall theme of the journals
and was not addressed in any detail. Leadership has not been used as a primary theme for any
journal issue.
Trends in Art Education Leadership

From the 1970s to the mid-1980s, articles published on leadership focused on urging a
call for leadership in the field. Hubbard (1971) recognized Manual Barkan’s contribution as an
art education leader and presented his innovation of developing a more systematic approach to
teaching art that challenged other existing art teaching approaches. Hoffman (1980) valued the
importance of leadership and argued that a lack of communication skills in art education at the
societal level decreased art educators’ leadership capabilities. Thompson (1982) also asserted
that art education is a unique platform for students to become better leaders by thinking, making
art, and working independently. Michael (1977) conducted a survey regarding leadership
positions held by men and women in art education and analyzed their situations statistically. By
the late 1980s, higher education scholars and the Getty Foundation had influenced the landscape
of art education, and leadership began to be addressed and understood as an issue worth studying
in art education, but the discussion was still in its early development.
From 1990 to 2010, the leadership discussion in these two important art education
journals began to bring more leadership voices into specific contextual discussions about special
needs (Guay, 2003), feminism (Thurber & Zimmerman, 2002; Irwin, 1998), and visual art
programs, curriculum, and policy development (Boyer, 1998; Freedman, 2007). Guay (2003)
conducted a research to examine classroom management, instruction, and teaching practice in
inclusive classrooms of art teachers who teach students with disabilities. Guay noted that lacking
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leadership skills in art classrooms decreases the effectiveness of relationships between art
teachers and paraeducators because overly relying on paraeducators, who are generally
untrained, can decrease learning potential and opportunities. This study reveals an underlying
tension that art educators encounter in special needs classroom settings and shows that leadership
skills and development of art teachers need to be further advanced to create promising, effective
education in inclusive, integrated art classrooms.
Thurber and Zimmerman’s (2002) feminist leadership models were based on qualitatively
analyzing female leaders. Art education leadership was illuminated by their thorough case
studies of two leadership programs for art directors and in-service art teachers. This study
successfully portrayed the strong need for investigating leadership in the field to develop
empowered leaders. The authors discussed how they used the criteria of coherence,
completeness, and appropriateness to analyze multiple leadership models. They also provided
evidence explaining how theoretical and practical components of art education can be used to
evaluate feminist leadership models.
Irwin (1998) also used a feminist viewpoint to address how transformational leadership
has been implemented and found that “visionary qualities, communicating a vision, creating a
trust, and empowering others” (p. 50) were four themes to understand a woman-centered view of
leadership. Irwin also discussed different scholars’ interpretations for leadership behaviors for
women. For example, women tend to show strong care for followers and heavily value their
mentors’ influence for their own leadership development and empowerment. She also discovered
that transformational leadership is an emerging approach that is highly relevant in art education
teacher/leaders’ practice.
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Boyer (1998) indicated that most in-service art teachers and art administrators in visual
arts programs did not have prior leadership training, which accurately confirms that leadership
training is lacking during art educators’ professional development. Art educators acquired
leadership skills through “on-the-job experience as the need arose” (p. 36). Boyer also pointed
out that although many visual arts programs have suffered from budget crises, some visual arts
programs have managed to stay strong and even expand in their scale. Boyer contended that
leadership is the key for art educators to advocate for their programs.
Freedman (2007) used a broader perspective to discuss the strong connection among
leadership, creativity, and policy making. Freedman indicated that the field of art education has
encountered challenges from contemporary policies. She also argued the importance of
conducting policy research within the field, which was relatively rare at the time, to enrich
collective understanding of educational policies that impact art education practice. Visual arts
and creativity were also emphasized and considered as strong components to transform personal
lives and collective educational outcomes. In addition, Freedman argued the importance of
intellectual and organizational leadership at local, national, and international levels to actively
influence policies and foster creativity.
Although these articles showed a beginning level of attention to leadership after 1990, art
educators have only rarely discussed leadership. Empirical research on leadership in the field
remains limited. Among more than 6,000 articles and studies, there have been only 20
editorials/articles mentioning leadership. In other words, leadership behaviors, development, and
experiences of art educators have been rarely studied. Art educators have been focused on what
and how to teach instead of embracing their dual positions as teachers and leaders.
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Arts Leadership as a Concept in Art Education

Arts leadership has not been frequently addressed in the field of art education from a
research perspective since leadership has not yet been empirically studied as a common topic.
Arts leadership is also rarely addressed in other professional fields. Based on the existing
literature in art education, leadership is discussed from an advocacy standpoint, and some
scholars describe leadership from a holistic, historical perspective. For example, Stankiewicz
(2014) stated that leadership in art education from 1840 to the 1940s has changed “in response to
cultural contexts, social factors, institutional demands, and male and female performance of
power” (p. 244). With this type of review, art educators can holistically capture how leadership
took place during different historical time periods within particular contexts, which is important
for knowledge construction in art education. However, this understanding does not address
personal, behavioral, and managerial aspects that reveal the unique characteristics of arts
leadership.
Despite arts leadership and leadership research still being in its early stage, some
evidence can be found indicating a developing view of this concept. The following section
discusses arts leadership from two perspectives. The first focus is the role of arts leaders, and the
second perspective focuses on a discussion of arts leadership.

Role of Arts Leaders
To answer the question “what is arts leadership,” it is fundamentally essential to
understand “who can be called art leaders” because investigating leadership and examining
leaders are closely connected. Based on Boyer, Cooper, and Johns (2005), the National Art
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Education Association (NAEA) identified a variety of leading roles in its brochure titled Role of
the Art Administrator, which included “curriculum, professional development, scheduling,
facilities and financial support, instruction, public relations, and a variety of communication
issues” (p. 4). People in these roles are considered art leaders.
Additionally, the following positions in schools, arts and art education programs and
other art community organizations are also types of art leaders: a full-time art teacher with
administrative duties, a department chair, a district level administrator labeled as a supervisor,
specialist, coordinator, director, associate, or consultant (Boyer, Cooper & Johns, 2005). The
variety of art leaders defined above illustrates that the tasks, positions, visions, and experiences
of arts leaders vary depending on which context they serve their leadership roles in. Being aware
of diverse roles of arts leaders and their different leadership qualities and tasks in their respective
organizations becomes a foundation to understand arts leadership in a broader perspective, which
is not limited to art leaders in just one venue such as schools or museums.

Discussion of Arts Leadership

As diverse as the range of art leaders is, the discussion of arts leadership is complex as
well. The following discussion of arts leadership includes a broader investigation of the concept
from three perspectives: arts administration, arts management, and art education. These
perspectives are examined to develop arts leadership discourse since there has not been a strong
body of existing literature discussing arts leadership perspectives as a specific concept.
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Arts Administration

In arts administration, Shore (1987) explained the importance of art administrators having
a “working knowledge of the principles of management in general and of their specific
applications in art organizations” (p. 4). This statement presents a unique mindset, which is
required as part of general management knowledge for leading an arts organization. It
contributes to the understanding of arts leadership in that a need exists for special expertise when
leading in the context of art. Compared to those systematic, scientific leadership theories and
models in business, for instance, Shore (1987) believed that “the notion of arts administration as
a science can be dismissed quickly.” Moreover, “considerable sensitivity to artistic value as well
as “considerable managerial acumen” (p. 13) are both crucial. However, it is not easy to find
these two sets of capacities in art leaders. Chong (2010) also mentioned that it is increasingly
difficult to find the right person who has the “combinations of skills desired by arts and cultural
organizations…and it is rare to find a major dancer with professional management training” (p.
4). Based on Shore’s (1987) and Chong’s (2010) notion of arts administration, the two following
arguments are important for achieving effectiveness of arts leadership. First, both the artistic and
scientific perspectives of administration are important to achieve successful arts leadership.
Second, because both art and science are important to successful arts leadership, it is challenging
and rare to find individuals with both capacities.

Arts Management

Based on the literature, arts management is a concept that has been used longer than arts
leadership. Arts management has been discussed and analyzed since its emergence in the 1960s
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in the United States, and a discourse has been established for multiple venues, such as art
museums, non-profit arts organizations and complementary commercial organizations operating
in the creative industries (Chong, 2010). In arts organizations, artistic creation, artistic reception,
and artistic integrity are important categories of organizational planning (Chong, 2010). The
discussion of arts management based on organizational settings reveals that creative thinking is
important to leaders because arts organizations are designed to promote artistic expression in
visual art, music, performing art, and other art-related areas. The artistic component is not only
considered valuable for the outcome or output of the arts organizations but also for the in-process
management training.

Art Education
In the field of art education, arts leadership discourse has not been rich, but it offers a
different, transformational perspective to look at arts leadership in educational settings. Based on
Rushlow’s (2005) discussion of leadership in art education, an emphasis has been placed on
making a difference since art education is often led by the influence of national standards or
federal legislation. Hatfield (1983) defined leadership in art education as
Every art teacher is a leader by virtue of his/her positions which includes being
responsible for a contribution to art education. Leadership is not being well
known, making public speeches, writing a few books, or being president of national or
state associations – these are visible. Many leaders are not visible, yet they are as
effective and productive as anyone with “national visibility” – perhaps more effective.
They are art teachers, supervisors, and instructors known at the local and state levels –
common people working together to create uncommon results. (pp. 38-39)
The definition of teacher leadership created decades ago still applies to our art
educational settings today. This perspective offers a different insight for arts leadership in which
arts leaders are highly effective but invisible. In this case, the goal of teaching and promoting art
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in art classrooms and school districts becomes a priority for leaders in art education instead of
becoming visible as well-known public leadership image.
Additionally, Shauck (2005) used Margaret Wheatley’s metaphor to describe the artful
concept of leadership: “Water wears its way through obstacles until it finds its own way down a
hill, making the point that structures work diligently to create themselves” (p. 25). This metaphor
addresses how arts leaders encounter challenges and search for solutions, which parallels
Csikszentmihalyi’s (1996) interpretation of flow: “highly focused state of consciousness” but
“involved painful, risky, risky, different activities that stretched the person’s capacity and
involved an element of novelty and discovery” (p. 110). Therefore, ideally arts leadership is not
only artistic, but also problem-solving oriented and selfless because art education leaders not
only work for personal benefits, such as salary and reputation, but for crafting solutions and
possibilities for and in the context of art education.
By addressing arts leadership from both the roles of arts leaders and the discussion of arts
leadership, a complex scope of arts leadership can be presented. First, arts leadership positions
are in many different art-related venues, such as schools, museums, and organizations. Although
their responsibilities vary, arts leaders are expected to demonstrate both artful and administrative
capacities, which is challenging. Second, arts leadership has a specific characteristic in that both
the process and outcome needed to meet the vision of artistic and artful perspective, which
challenges leaders’ integrated skills in both art and leadership.
Within the discussion of different types of skills required of arts leaders, it is important to
think about the range of perspectives between subjectivity and objectivity, emotional and
rational, and logical and intuitive. Moreover, leadership mindsets, values, and visions of
organizational arts leaders and school arts leaders are different constructs and the result of
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mastering leadership in different contexts and situations. However, they both offer potential arts
leadership insight for the future development of arts leadership.
The context and notion of arts leadership was discussed in general above. The following
section specifically identifies a number of different challenges encountered by arts leaders in two
different contexts: large public school settings and smaller non-school settings, which include
community centers and public art organizations.

Challenges of Arts Leaders in Large School Settings
Based on the earlier discussion, arts leaders are involved in different roles in different
settings. In large public school settings, they can be art teacher leaders, supervisors,
superintendents, directors, and principals from different levels, such as classrooms, schools,
school districts, state, or national institutions. There are a number of different challenges faced
by arts leaders in those contexts. The following section focuses on three particular challenges
arts leaders in school settings encounter, including meeting various needs in rural and urban
contexts, developing partnerships and outreach opportunities, and advocating for positive public
perceptions about arts.

Rural and Urban Contexts

The first challenge of arts leadership in large school settings is the context and location of
the schools. “Schools located in rural and urban districts are distinguished by unique attributes,
resources, and problems” (Sabol, 2005, p. 156). Depending on the location, each school has
different cultures, needs, and issues within its context. The solutions to similar problems in
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different educational contexts should be unique because they need to be applied to individual
schools or settings effectively (Sabol, 2005).
For example, some common problems that negatively influence rural art education
programs include transient populations, dysfunctional families, and intolerance of diversity; in
urban school, different problems exist that can also impact the school art programs. Some
common issues in urban schools include gangs and violence, teen pregnancy, overcrowding,
homelessness, and racial tension (Sabol, 1999). Those diverse constructs and dilemmas in rural
and urban contexts challenge art teachers as well as supervisors, superintendents, and
administrators to make decisions in art programs based on their particular local challenges.

Partnerships and Outreach Opportunities
In the large school settings, effective collaboration between schools and communities can
enhance opportunities for art learning. Carpenter and Taylor (2005) argued that developing
community outreach will provide avenues for students in schools to stay connected to the
community. Thurber (2005) used the project called “The Prairie Vision Consortium,” funded by
Getty Education Institute, as an example to emphasize the benefits of partnerships and
collaborations among K-12 art educators and administrators, artists, curators, or art educators
from museums and communities. In that article, Thurber also emphasized the value of designing
shared leadership for better collaborations.
The first challenge for arts leaders and arts teacher leaders is to be aware of the rural or
urban context; the second challenge focuses on how arts leaders in school settings develop strong
leadership skills to connect their art learning and art teaching to the communities and other
resources. Close organizational connections and collaborations help art teaching in schools
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become more effective through these potential partnerships. Most importantly, reaching out to art
education in the community is an artistic and meaningful art learning approach to enrich art
curriculum at schools.

Public Perceptions about Art
Promoting the public value of art is always a struggle and a continuous task for art
educators and arts leaders in public school settings. Stastny (2005) argued the importance of
consistent advocacy about “how meaningful arts education contributes to the cultural and
economic lives of individuals, the effectiveness of schools, and the enhancement of the public
good” (p. 17). As public schools are encountering diverse challenges from different levels (such
as government, school district, school, parents, and students), positive and consistent perceptions
about art and its importance is a key to keeping art as a subject as well as a program in schools;
which Stastny described as similar “desired outcomes” (p. 16). The lack of advocacy for art
education can also cause the reduction of arts administrators in the school districts (Boyer,
Cooper, & Johns, 2005).

Challenges of Arts Leaders in Small Non-School Settings

Arts leaders in non-profit arts organizations or community centers usually work in
relatively smaller settings compared to large public schools in terms of organizational or
institutional culture; however, challenges confronted by those arts leaders are not easier or less
complex. The following section discusses challenges that arts leaders typically encounter in arts
organization from three perspectives: stakeholders, audience development, and financial
dimensions.
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Stakeholders
The structure and the function of organizations are different from public school settings.
The first challenge of running the types of arts organization identified in this section is to build
positive strong relationships among the stakeholders. Drucker (1990) stated that “people’s
decisions are the ultimate […] control of an organization” (p. 145) and people involved in nonprofit organizations determine the organizational performance, achievement, and obstacles that
are foundational to small non-school settings.
Besides recruiting competent staff with both art based and management skills, leaders
and managers also need to try to “get more of the people he/she has” (p. 145). In other words,
arts leaders are challenged to encourage and inspire their staff to perform better and discover
their fullest leadership potential. Relationships among stakeholders can be very complex;
however, effective teamwork and relationships between different groups of people strongly
influence capacity and effectiveness of arts organizations.
Tschirhart (1996) created a stakeholder map for non-profit arts organization, and the map
includes three categories: internal stakeholders (board, employees, volunteers), external
stakeholders (patrons, advertisers, competitors, collaborators, associations, interest groups,
lobbyists, and legislators), and resource providers (funders, media, and suppliers). Among these
different stakeholders, conflicts in values, purposes, outcomes, activities, and norms can occur
that challenge arts leaders to overcome the incongruence (Tschirhart, 1996). Therefore, arts
leaders must demonstrate diverse skills to communicate and negotiate with stakeholders not only
for economic and managerial aspects of the organizations but also for organizations’ artistic
vision.
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Audience Development

Similar in some ways to arts leaders in public school settings, who must work on building
public perception of the importance of art learning, arts leaders in organizations are also
challenged to educate the public that art is a creative venue for supporting rich schooling
experience as well as everyday life experience, and at the same time, art also helps youths and
adults embrace cultures in the community through cultural activities and events.
Hagoort (2003) indicated that audience is critical, especially for art and culture. It is
challenging for arts leaders to both “reach a larger share of existing audience and deepen the
involvement of current participants” in the local, small-scale arts organizations (Chong, 2010, p.
124). Audience development is also strongly influenced by local culture and environment; arts
leaders are expected to closely investigate the culture, norm, and value in the community and
create activities, events, and public opportunities that are available for multiple groups in their
specific locales.
Additionally, arts organizations and their audiences should have a positive relationship
that helps each other become visible and balance meeting local needs and promoting
organizational growth. With this goal in mind, Drucker (2005) asserted the importance of
“knowing your customers” (p. 53) and emphasized the importance of marketing in non-profit
organizations. Therefore, developing marketing knowledge also becomes an important task that
challenges art leaders to establish specific goals and investigate their audiences and the
participants of their arts organizations.
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Financial Dimension

The financial dimension of arts leadership is one of the most common and realistic
challenges for arts organizations, especially in small communities. Financial operations include
various components, such as fund-raising, financial investments, cost controls, cash flows, and
budgeting (Chong 2010; Grady, 2006). One of the greatest differences in terms of financial
operations between a non-profit organization and a business sector or government organization is
the source of its funding because non-profit organizations do not receive money from selling
products or services to customers or from government taxes (Ducker, 2005). Successful fund
raising and fund development start from an effective connection to stakeholders of organizations,
especially with the board members, because a group of strong board members can take “an active
lead” in raising money (p. 57).
In arts organizations particularly, the prevailing reason people are willing to financially
support the organizations is because they share the same values and beliefs in the arts (Grady,
2006, p. 43). Successful funding development is never easy. It requires effective financial
operations and knowledge of the internal and external cultures of the arts organization; it also
challenges arts leaders to have holistic management and leadership capacities to communicate
their vision of arts organizations as well as their strong interpersonal skills among stakeholders.

Impact of Institutional and Policy Constraints on Arts Leaders

In the last section, the discussion shifted specifically to the institutional and policy
constraints that influence arts leaders’ performance in both public school settings and arts
organizations. Three perspectives are examined here: power, policy, and evaluation. Boughton
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(1998) indicated that “evaluation is frequently an instrument of power” (p. 189). Therefore, the
following section illustrates the complex and interwoven factors of these three perspectives that
strongly influence arts leaders as well as cultures of school and organizations.

Policy Constraints in Public School Settings

Power is intangible, yet the consequence of power is often visible and powerful. In public
school settings, curriculum structures and school cultures are influenced strongly by public
school reforms. As Ravitch (2010) pointed out, “school reform is a politically popular issue” (p.
95), and most of the reforms consist of requirements for testing and accountability. A number of
presidents and governors have used educational policies as strategies to build their strong
campaigns. For example, No Child Left Behind (NCLB) is a national educational policy
approved by former President George H. W. Bush. This is an example of how an individual with
both political and educational power can broadly impact school reforms. NCLB was designed
with some visionary educational goals to improve academic improvement, such as including art
as a core subject; however, many school teachers had to follow the federal law even when they
had doubts about these school reforms (Ratvitch, 2010).
A person with power can make differences through changing the educational policies.
Ravitch (2010) also pointed out that a policymaker can develop policies to improve the future,
whereas historians analyze the past, discover themes, and develop theories. This statement
identifies a dangerous gap between the ideal and reality. People with power in education may
have a limited time for their positions; however, the influences of a policy they make may last
longer than educators are able to realistically visualize.
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How have policies of school reform created by certain individuals with power influenced
arts leaders in school settings in the past? Art education has suffered from federal educational
policies, such as NCLB, because policies are able to reshape public education, and unfortunately,
“nothing in NCLB supports teaching or teacher preparation from critically informed and artful
perspective” (Chapman, 2005, p. 197). Art education became vulnerable since priorities, such as
testing scores and accountability, were restricted only to reading and mathematics (Ravitch,
2010). Another severe problem of school reforms, as Tyack and Cuban (1995) stated, is the
“time lag between advocacy and implementation” and “uneven penetration of reforms in the
different sections of public education” (p. 55).
As a result, art leaders are challenged to fight for the value and existence of art in school
settings, especially when educational policies are not always friendly to art as a school subject.
Sabol (2005) suggested that districts must “hold art teachers and their students accountable” to
perform achievement in art education together (p. 161). Also, it is important to develop high
standards for students and art teachers. With an effective evaluation system that demonstrates
successful outcomes of art learning and art teaching, arts leaders must be able to advocate for,
lead, and change art education in public school settings.

Institutional Constraints in Arts Organizations

The picture of power, policy, and evaluation in arts organizations differs in many when
ways compared to the public schools. As the previous section focuses heavily on how school
reforms influence arts leaders, this section addresses the different power, policy, and evaluation
aspects of arts organizations and how these challenge arts leaders differently.
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The formation of arts and cultural organizations in the United States is influenced by
wider political agendas, and the “national identity of cultural capitalism underpins a muscular
American theme of the globalization of culture” (Chong, 2010, p. 36). Although cultural policy
has a major impact on large-scale arts organizations, small-scale arts organizations can be
influenced through their grants, partnerships, and other collaborations. At the organizational
level, stakeholders determine perspectives within arts organizations. Internally, all the board
members, directors, instructors, and staff of an organization should ideally have the same values
and goals for their responsibilities. However, externally the audiences of arts organizations also
determine the planning and the direction of an arts organization. This is what Boughton (1998)
defined as the social power of audiences because participants who attend community centers
influence whether “a program will live or die” (p. 189). Therefore, audience development is vital
in arts organizations. Serving the public is one of the most important missions no matter how big
or how small the arts organization.
Additionally, because of the different constructs of an organization, other stakeholders
may also have the power to directly or indirectly influence the organizational policy-making
process and functioning. A non-profit organization needs a strong board of directors, and the
board plays a vital role, especially when there is a crisis (Drucker, 1990). A board of directors
should support the value, mission, and finance of an arts organization, which can only be
achieved if arts leaders play effective roles in communication, negotiation, and teamwork among
stakeholders.
Robert (1998) stated that it is not simple to have effective evaluation of a community art
program because the cultures, activities, scales, and visions are diverse. Since the small-scale arts
organizations can be fundamentally different from community art programs, it is important for
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each art organization to have a coherent policy for both management and evaluation that meets
multiple needs of stakeholders, which in turn strengthens the effectiveness of the organization.

Organizational Cultures from a Leadership Perspective

Leadership practice has rarely been addressed in empirical studies in the field of art
education; the leadership qualities, behaviors, and development of art leaders have not had much
in-depth attention in past research. Moreover, how art leaders shape the culture in organizations
and how creative, aesthetic, and artistic perspectives of organizations develop different cultures
through leadership behaviors have remained unclear. The following three sections will discuss
leaders’ impact on shaping cultures in organizations based on literature outside the field of art
education, which can inspire leaders in art education to examine and consider their current
leadership roles as a powerful tool to develop effective arts organizational cultures.
Schein (2010) argued that “culture is constantly reenacted and created by our interactions
with others and shaped by our own behaviors” (p. 3); also, culture is an important factor that
implies stability and rigidity and helps people in organizations feel, perceive, and act. Culture, as
a way to maintain social order (Schein, 2010), also helps to “motivate people to continue to exert
effort in socially acceptable behaviors toward collectively defined ends” (Trice & Beyer, 1991, p.
150). According to these descriptions, culture can not only maintain the social order, but also
provide a certain degree of continuity in social life. Bolman and Deal (2008) described culture as
a product that “embodies wisdom accumulated from experience” (p. 269). Culture is also a
process that is “renewed and re-created as newcomers learn the old ways and eventually become
teachers themselves” (p. 269).
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According to Hughes, Ginnett, and Curphy (2012), leadership is a process instead of a
position. In their interpretation, “leadership involves something happening as a result of the
interaction between leaders and followers” (p. 1). Burns (1978) explained that the transforming
leadership model is a “relationship of mutual stimulation and elevation that converts followers
into leaders” (p. 4). Additionally, Conger and Kanungo (1998) discussed leadership as a process
that “involves moving organizational members from an existing present state toward some future
state” (p. 49). They also pointed out that organizations often encounter ever-changing
environments and organizational leaders have to constantly revise existing goals and tactics to
respond unpredictable changes or other potential opportunities.
Therefore, culture and leadership are both continuous and by nature open to change in
organizations. Leaders are social architects (Daft, 2011), and the development and growth of
leaders, followers, and the organization as a whole cannot be separated. Culture matters in
various ways within organizations depending on the stage of organizational evolution (Schein,
2009). The connection between culture and leadership, according to Schein’s (2010) conceptual
approach, can be clearly found in organizational cultures and micro-cultures. Culture is a result
of the “embedding of what a founder or leader has imposed on a group that has worked out” (p.
3), and culture is ultimately shaped, created, and evolved by leaders. The culture created through
this process becomes something that encourages members in organizations to act toward the
shared vision. The discussion creates a specific organizational culture that is powerful enough to
encourage behaviors that support organizational success. In Schein’s (2010) words, culture and
leadership “are two sides of the same coin” (p. 3).
With an understanding of the dynamics of culture, leaders will be less likely to be
uncertain and anxious when encountering unfamiliar or irrational behaviors (Schein, 2010).
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Moreover, awareness of organizational cultures will allow leaders to examine cultures,
subcultures, and microcultures in organizations. The concept of building a positive
organizational culture is important because organizational culture is shaped beyond leaders’ or
followers’ levels and can fundamentally create strong motivation among stakeholders, which in
turn can foster organizational growth. Rethinking past organizational culture and examining the
present will help build effective future cultures because similar variables can be predicted while
new variables come into play.

Perspective of Followers

The previous section discussed leadership models primarily from the leaders’ perspective.
The following section will address cultural leaders’ impact from the followers’ perspective. By
investigating how leaders influence followers in organizations, the connection between leaders
and cultures will be clearer because followers are an important component of microculture
formation in organizations. Leaders impact on both psychological and task-oriented perspectives
will be discussed below.
Psychological Impact
In Bolman and Deal’s (2008) discussion of human resources focused on the connection
between people and organizations offers strategies and analyses for improving human resource
management and strengthening interpersonal and group dynamics. Bolman and Deal argue that
“people’s skills, attitudes, energy, and commitment are vital resources that can make or break an
enterprise” (pp. 121-122). They believe that organizations and people should be a good fit to
create a success. Organizations and people need each other; organizations need outstanding
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performance from involved people and individuals need to find their work meaningful and
satisfying as a driving force, motivating them to keep contributing to the organization for which
they work.
Bolmn and Deal (2008) used Maslow’s theory to discuss human resources to emphasize
the relationship between people and organizations. It is wise for leaders to develop capacities to
satisfy individuals’ needs in organizations. Bolman and Deal discussed Abraham Maslow’s
highly influential theory about human needs. Maslow’s argument was that in the hierarchy of
human needs, some are more fundamental than others; the basic lower needs must be satisfied
before higher level needs can be met.
Maslow’s hierarchy of needs, which originated in psychology, has been broadly used in
leadership texts to discuss how effective leaders should be aware of followers’ multiple layers of
needs: physiological, safety, social/belonging (love and inclusion), esteem (respect and
recognition), and self-actualization. The highest need, self-actualization, means “developing to
one’s fullest and actualizing one’s ultimate potential” (Bolmn & Deal, 2008, p. 125). As
followers who work for an organization, it is ideal that their personal needs are met, individual’s
potential is inspired, and satisfaction is created from work one calls a career, not just a job. Good
leaders recognize their followers’ talent and develop their growth by discovering their needs and
amplifying their potentials and satisfaction.
To motivate individuals to work hard for and fully engage in their organizational tasks,
their personal needs must be considered by organizational leaders. Ideally, working for an
organization becomes a process to fulfill both personal internal needs as well as organizational
needs. The concept of need is complex, but leaders must be aware of the needs because every
individual joins an organization with a different set of skills, and how each individual can grow
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and contribute to the organization varies. To amplify organizational growth, individual growth
must be considered. The concept of growth is also complex and requires leaders to examine
different individuals’ needs both internally as their personal professional pursuit and externally
regarding how their professional pursuits can effectively increase organizational functionalities

Task-Oriented Impact
To address followers’ psychological needs, leaders need to create supportive work
environments that promote positive engagement for their followers. Promoting cooperative
behaviors among followers as well as building a strong collective identity are both important;
these two effective behaviors of leaders encourage strong teamwork and highlight individual
performances (Conger & Kanungo, 1998). From the followers’ perspective, their contributions to
their organizations should be recognized because individuals feel motivated and satisfied when
their performance is recognized by their leaders. The high level of satisfaction of followers’ is
developed through external performance, internal motivation, and satisfaction.
Hughes, Ginnett, and Curphy (2012) argued that job satisfaction is not how well one
works or how hard one works. Instead, it is how much one likes a specific kind of work activity.
Also “job satisfaction deals with one’s attitudes or feelings about the job itself, pay, promotion or
educational opportunities, supervision, co-workers, workload, and so on” (p. 334). The multiple
factors mentioned in Hughes et al.’s description of job satisfaction reveal that internal
satisfaction about one’s job is created when relevant contextual factors are holistically
considered. The following will discuss motivation development of followers, which is an
important element to create strong teams in organizations.

57
According to Jones and George (2011), motivation can be defined as psychological
forces that determine the direction of people’s behaviors in organizations. It includes individuals’
level of effort and persistence when encountering obstacles. Jones and George argue that
motivation can come from two sources: intrinsic and extrinsic. Intrinsically motivated behavior
is behavior that’s performed for its own sake, and motivation comes from doing the work itself.
In contrast, extrinsically motivation behavior is behavior performed to acquire “material or social
rewards or to avoid punishments,” and the consequences of the behaviors are the source of
motivation (p. 297). A good leader is able to encourage followers to develop motivation in
different ways and to recognize motivation problems in time to keep followers engaged and
satisfied with their own behaviors. Moreover, charismatic and transformational leaders are often
role models for their followers, so it becomes ideal that followers build rich internal motivation
to not only work for organizations but also make an effort to improve themselves by learning
from their leaders.

Perspective of Culture
The following section illustrates how a leaders’ impact can shape not only microcultures
among their followers but also holistic cultures within organizations.
Recognizing Culture

As indicated earlier, culture is both a product and a process. Like leadership, some
scholars have also defined it as a process. They have a similar characteristic—they are both
intangible. They cannot be visibly captured using a camera; they cannot be touched or
immediately seen. Instead, culture and leadership are phenomena that can only be observed and
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analyzed during practice over the course of time; they are both continuously changing. Culture is
powerful but invisible, and it includes many phenomena that are below the surface (Schein,
2010). Therefore, recognizing the culture of an organization is vital before leaders can maintain
or change it.
Schein (2010) suggests that if leaders understand and are aware of the dynamics of
organizational culture, they will be less likely to be “puzzled, irritated, and anxious” (p. 9) when
encountering the unfamiliar and irrational behaviors of people in organizations. More
importantly, understanding organizational cultures will help leaders develop better understanding
of themselves and accurate recognition of a group’s social dynamics as well as fostering
belongingness for leaders and the people involved. For Schein, “culture is not only all around us
but within us as well” (p. 9). Leaders with the capacity to recognize organizational culture tend
to be more capable of maintaining good organizational cultures and creating innovative ones.

Creating and Changing Culture
The ambition and ability of recognizing cultures within organizations are important
because the concept of culture is both abstract and complex. There are usually diverse layers of
cultures, and they are formulated and developed within different groups. Multiple subcultures
within organizations vary more or less in different scales. Schein (2010) explained that leaders
not only develop their own overall cultures, but also they need to differentiate the different
subcultures because subcultures can become very strong within organizations. Different
subcultures interact with one another.
Cultural leaders who are transformational and charismatic individuals are aware of the
different scopes and dynamics of cultures and put effort into participating in, understanding, and
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analyzing the existing cultures. Additionally, cultural leaders are also capable of creating
effective communication among followers, managers, and stakeholders to avoid being isolated
from subcultures in organizations. Schein (2009) described that leaders cut off communication
unwittingly because they are in position of authority.
Bolman and Deal (2008) used the concept of symbols to approach the abstract and
intangible essence of culture. The symbolic frame, in their words, presents “how humans make
sense of the chaotic, ambiguous world in which they live” (p. 248). In the book titled Reframing
organizations, the symbolic frame focuses on concerns such as meaning, belief, and faith. An
effective cultural leader creates meaningful belief and faith for organizations through the journey
of shaping and achieving organizational visions. Working with complexity and ambiguity in
contemporary organizations, Bolman and Deal found that “myths, values, and vision bring
cohesiveness, clarity, and direction in the presence of confusion and mystery” (p. 278). They also
described symbolic forms and activities as foundation of culture in that they develop
organizational identity and character over time.

Summary
The discussion above used culture as a central theme to examine leadership roles and
their influences in organizations. These leadership aspects illustrate leaders’ holistic impact on
organizational cultures, which consists of culture recognition and culture creation at different
levels. By examining organizations with such a holistic mindset, leaders create organizational
success by mastering tough-minded tasks, which is the operational side of organizations, and
tender-minded tasks, which is the psychological side of others. A successful organization often
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has a coherent and strong culture created by its leader, and the leader constantly impacts the
formation of this ongoing process.
For the field of art education, leadership discourse focusing on culture will enrich the
three perspectives of its leadership practice: re-examining leadership roles, discovering potential
impact, and creating aesthetic artistic organizational cultures. First, re-examining art leaders’ role
is important. Although it is always important for any leader to do a self-reflection or selfevaluation about his/her leadership performance, art leaders need to be aware of their own
leadership positions and behaviors since leadership is not a common concept in art education.
Beginning examination of art leaders’ roles will bring more leadership dynamics into discussion,
which in turn will begin more conversations about the qualities, behaviors, skills, and styles of
art leaders. The logic of leadership tasks here from re-examining leadership roles to discovering
potential impact is to approach leadership from a micro- to macro-analysis. To effectively
demonstrate leaders’ potential impact on their followers, stakeholders, and organization as a
whole, self-examination is the first task.
Second, studying art leaders’ potential impact in organizations is worthwhile because the
take-away from existing leadership discourse puts art leaders in a systematic framework, so art
leaders can consider diverse impacts they have already had or they plan to have in the future.
Analyzing art leaders’ impact on their followers or other stakeholders connects to the
effectiveness of their existing leadership behaviors. This examination will enhance art leaders’
capacities to investigate underlying factors and the unconscious behaviors they already possess.
It is a process that makes art leaders more familiar with the context of leadership. Most
importantly, art leaders will gain a new leadership lens to unpack their everyday leadership
experiences.
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The final effective practice that art leaders should consider is to create an aesthetic,
artistic organizational culture because promoting creativity, imagination, and aesthetics is often
the central vision of art and cultural organizations. Also, art leaders have the knowledge and
skills to advocate for creative thinking and create artistic performances that have the potential to
influence populations in schools, communities, and other larger settings. As Bolman and Deal
(2008) and Snow (1993) addressed the value of artistry, expression, and imagination, art leaders
are in a powerful position to impact others regarding these unique perspectives.
Why should art education be re-examined from a leadership lens? Why should art leaders
further develop awareness of their current and future leadership practices? Similar to Bolman
and Deal’s (2008) hope about offering “powerful and provocative ways of thinking about
opportunities and pitfalls” (p. viii) encountering managerial problems, applying leadership
thoughts to art leaders’ everyday experiences is not only to search for more possibilities to enrich
art education practices but also to develop undiscovered interplays between leadership and the
arts.
Leadership Discussions in Other Professional Fields

Looking back at the history of art education, leadership seems to have developed in an
incidental manner, since leadership has remained under theorized. However, much leadership
research, theory, and model building has created a body of literature on leadership in business,
public administration, educational leadership, and other professional fields. The leadership
discourses have provided leadership strategies, evidence, and development for multiple venues.
At the same time, the variety of leadership models allows flexibility for organizations and
leaders to adapt and apply to diverse needs, cultures, and contexts.

62
Since leadership in art education is still in its developing stage, one of the important tasks
for current art educators is to effectively examine the existing leadership discourses from other
disciplines for two purposes. First, future art education leaders will be more mindful about
creating visions, strategies, and structured planning with the knowledge of leadership. Second,
art educators will be able to integrate the existing leadership discourses into research and practice
in art education. Both leadership knowledge and practice will potentially encourage art educators
to create possibilities for establishing a unique leadership discourse that speaks to specific
contexts within art education.

Comparing and Contrasting the Existing Leadership Discourses

To effectively compare and contrast the existing leadership discourses outside of art
education in the current literature, understanding leadership as a concept and identifying how has
this concept been used in different professional fields are important since the term has been
broadly used in different ways. Therefore, this section will begin with a general discussion of
leadership, which gives a historical and contextual overview of its development. Two sections
will follow: the first section will focus on leadership discourse in both business and management,
and the second section will feature leadership discourse in educational contexts.

Leadership as a Concept

The term leadership has been used for a long time, so leadership does not appear to be
unfamiliar to students, teachers, and people working in the industries. However, leadership can
mean many different things to different individuals, groups, companies, or researchers. It can
refer to leadership qualities, behaviors, values, or even the development process for leaders. It
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becomes, therefore, important to clarify what leadership is in its respective contexts. This section
will address the progression of leadership definitions to present how leadership has been
conceptualized differently throughout time and in different professional fields. Also, the
differentiation between leadership and management will be discussed since understanding their
differences is necessary when studying leadership and unpacking leadership behaviors.

Definitions of Leadership

A rich variety of leadership definitions can be found in literature over time. Bennis
(1989) described leadership to be like beauty because it is difficult to define, but you notice it
when you see it. Leadership is not like chemistry; the “social world isn’t nearly as orderly as the
physical world” (p. 1). Bennis’ statement describes the complexity of leadership and suggests
that it is difficult to clarify questions or problems of leadership with an absolute system.
Northouse (2013) revealed that definitions of leadership have shifted many times across
historical periods. From 1900 to 1929, definitions of leadership focused more on control, power,
and domination. In the 1930s, the discussion of traits became the focus and leadership definitions
by shifting from dominating power to the influence of leaders. The group approach of leadership
and the focus on group effectiveness became an emphasis between the 1940s and 1950s, while in
the 1960s and 1970s, leadership became a “reciprocal process of mobilizing persons with certain
motives and values” (p. 3), and accomplishing group and organizational goals was heavily
discussed during this period.
After the 1980s, the focus of leadership definitions became more diverse and increasingly
specific to disciplines and contexts. Diverse influences of leaders are still popular themes. Also,
the development of the transformational leadership theory has influenced leadership emphasizing
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the importance of leaders and followers in raising each other to a higher level of morality and
motivation.
The debate of whether leadership and management are different and separate processes
continues in the 21st century, but after decades of dissonance, there has finally been an
agreement among scholars that a common definition of leadership cannot be reached since
leadership means different things to different people (Northouse, 2013). Therefore, the following
section will address the existing discussion about management and leadership as well as their
similarities and differences.

Difference between Management and Leadership

To better understand the concept of leadership, it is necessary to identify the differences
between management and leadership. These two concepts have overlapping emphases, but the
essential ideas are different. Based on Hughes et al.’s (2012) notion on the difference in the
business settings is that “to many, the word management suggests words like efficiency,
planning, paperwork, procedures, regulations, control, and consistency. Leadership is often
associated with words like risk taking, dynamic, creativity, change, and vision” (pp. 8).
Similarly, in educational leadership, Bush (2008) linked leadership with change, while
management is described as an activity of maintenance. Bush further explained that leaders
shape goals, initiate changes, and influence others to achieve desirable ends; managers maintain
efficiency and effectiveness for organizational arrangements. In other words, a good leader needs
to be a good manager since systematically maintaining efficiency and effectiveness within an
organization is the foundation of achieving success; however, a good manager is not necessarily
a good leader since making changes or developing organizational visions goes beyond the
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general routine or regulations within an organization. With the two concepts clarified, the
examination of organizational or institutional cultures becomes clearer. Also, this distinction sets
up a clear boundary for discussing leadership.

Similarities of Leadership Discourse across Disciplines

Theories and Models

Developing theories and models is a common way to discuss leadership and to provide
certain systems to examine leadership behaviors. Many leadership theories and models that have
been established in the past are still in use now across disciplines. These theories and models that
have been adapted widely across disciplines typically originated from business and management.
In the following, those common theories and models will be discussed.
The trait approach and the skill approach are considered two of the first systematic
attempts to study leadership. The trait approach focuses on examining leaders’ personalities to
determine what makes a better leader, whereas the skill approach is based on learned skills and
abilities needed for developing effective leadership. The style approach emphasizes leaders’
behaviors and actions in various contexts (Northouse, 2013). As researchers realized the
challenges of finding universal traits, skills, and behaviors that would accurately create
successful leadership, the contingency approach became a new direction of studying leadership.
Contingency means that different factors influence each other; in Daft’s (2011) contingency
model, leader-member relations, task structure, and leader position power are considered in
relation to each other. Moreover, transformational leadership is considered one of the newer, and
the most popular, model being used across disciplines. This model includes four aspects of
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leadership behaviors: idealized influence, inspirational motivation, intellectual stimulation, and
individualized consideration (Northouse, 2013).
These five leadership theories and models can be found and applied in both business and
educational settings. One of the characteristics of those five models is that they are easy to
understand and are less challenging to apply to different contexts.

Ethical and Moral Consideration

In business and management literature, moral and ethical values, including honesty,
service to others, and moral courage, within leadership practices might seem obvious today.
James MacGregor Burns and Robert Greenleaf emphasized these values to distinguish good
leaders from bad ones (Manning & Curtis, 2009). Burns (1978) identified that a leader's role is to
“respond the needs of society” (p. 142) and emphasized the importance of “maintaining high
standards of ethical conduct” (Manning & Curtis, 2009, p. 92). Hughes et al. (2012) also
addressed the importance of the moral values: “Leaders should internalize a strong set of ethics –
principles of right conduct or a system of moral values” (p. 151).
In educational leadership, ethics are also addressed but are based particularly on
educational contexts. Duignan (2012) illustrated ethical tensions, ethical decision-making, and
ethical responsibility in schools. The statement emphasized the importance of educational leaders
to create their leadership platform with well-developed ethical and moral support, which helps
create a culture that does not tolerate “ethical blind spots” and encourages all stakeholders to
have clear, consistent “moral compasses” (p. 77). Jazzer and Algozzine (2007) tied ethics and
morals to their discussion of lawfulness in leadership and argued consideration of these two
concepts needs to be an “integral part of leadership” (p. 155). It is challenging for educational
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leaders to decide what is moral in any given situation, but the common goal is to “demonstrate
integrity and treat others fairly, equitably, and with dignity and respect” (p. 157).

Leadership Development

As defined in Chapter 1, leadership development is a key concept describing how leaders
mature their leadership capacities. In both business and educational leadership discourse, there
have been a number of books, articles, and tools designed to help improve personal leadership
skills in their respective contexts. In education, for example, Earley and Weindling (2004)
pointed out that the role of head teacher and educational leaders has undergoing change, which in
turn influences leadership development. Their study showed that leaders who received high
quality leadership training during their careers closely increased their willingness to take on
leadership responsibilities later their career path. In other words, leadership development plays
an important role for current and future leaders to become active in leadership actions.
Tomlinson (2004) identified diverse perspectives of personal growth as leaders, such as selfunderstanding and self-management, which provide effective professional development for
leadership.
Bennis (1989) used “mastering the context” as his fundamental element of leadership
development and encouraged leaders to “not only challenge and conquer their context but change
it in fundamental ways” (p. 37). His approach of leadership development included selfdevelopment as well as teamwork, communication, and future planning. Besides the perspectives
mentioned above, scholars in both business and educational leadership focus largely on the
development of emotional intelligence. Some even emphasize cultural intelligence, which is
designed for shaping cultures and making organizational changes.
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The similar perspectives discussed across the disciplines present the different functions of
the existing leadership structure. First, the models demonstrate how different professional fields
use similar systems to construct their leadership discourse. Secondly, the same focus on ethics
reveals the consistent value of leadership across disciplines. Finally, the study of leadership has
been strongly emphasized with a goal of creating more promising leaders to advocate for and
advance the quality and continuous growth of their professional fields.

Differences of Leadership Discourse across Disciplines

Field of Educational Leadership
Educational leadership presents a very special lens for leadership, called distributed
leadership, which has not appeared in the leadership discourses of other disciplines: business and
management. Moos (2010) summarized existing research focused on school leaders and
emphasized that “leadership needs to be distributed” so people can “accept and carry out
leadership functions at different levels” (p. 26). Distributed leadership seeks personal
empowerment so each team member is involved in the decision-making process (Moo, 2010).
Additionally, Brooks and Kensler (2011) commented that “distributed leadership is noteworthy
in that it emphasizes the way that leaders and followers interact in situations […] and how the
behaviors of leaders and followers evolves over time” (p. 56). By investigating the distributed
leadership ideas in an educational leadership context, educational leaders are guided to balance
the responsibilities of leaders and followers and to “equal the transfer of power” (Hatcher, 2012,
p. 272) to increase the level of effectiveness within schools, universities, and other educational
settings.
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Besides the distributed lens discussed in educational leadership, building effective
partnerships and collaborations between schools and communities is another strong focus in
educational and school leadership. Riley (2012) identifies two interconnected community-related
challenges for school leaders. First, school leaders should be able to make sense of the big
picture, including changes and complexity in the communities; the second is to understand
children’s lives and experiences in the local communities. Based on the empirical studies in
investigating school-community relationships, Riley (2012) argued that school leaders have a
critical role in building trust and mutual understanding between schools and communities and
also in “redefin[ing] the notion of community by connecting school’s internal, professional
community to the local communities” to support social justices and sustainability (p. 224).
Additionally, based on Gorton and Alston’s (2012) notion of school-community relations,
diverse challenges were identified for school leaders, including the connection among students,
parents, and community as well. They also identified conflicts between community norms and
professional norms that create dissatisfaction, frustration, and conflict. Therefore, one of the
central goals of educational leaders is to be “willing to be all inclusive, working with all
stakeholders toward a common language” (p. 48) as well as to create a shared vision within
schools and community to develop “dialogues addressing issue of equity, fairness, and
adequacy” with respect and consideration of culture and norm within communities (Shoho,
Merchant, & Lugg, 2011).

Field of Business and Management

In business, fruitful research and publication focus on shaping organizational cultures and
the specific leadership qualities and behaviors that are highly valued and expected in creating
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successful organizational cultures. Compared to discussions of culture and change in educational
leadership, the investigation in business discourse provides more in-depth and systematic ways
to examine organizational culture and leadership, which clearly shows that the fields of business
and management have studied and analyzed leadership in more diverse ways.
For example, Schein (2010) drew on both his academic knowledge and practical
experience to develop an observational and clinical approach to present how culture is
“reenacted and created by our interactions with others and shaped by our own behaviors” (p. 3).
His research contributed to a new way of studying leadership by bridging connections among
leadership, organizational cultures, and micro cultures. Sackmann (1997) discussed cultural
complexity in organizations based on the existing literature and argued that the previous research
underestimated complexity, diversity, and character of contradictory paradoxical organizations.
Additionally, the concept of reframing an organization refers to how to change the
dynamics of the organization and provides a common ground for both the private and public
sectors to reconceptualize leadership in organizations because they increasingly interpenetrate
one another. The idea of reframing presents ways that the same situation can be viewed
differently. The models include the structural frame, the human resource frame, the political
frame, and the symbolic frame (Bolman & Deal, 2008). This reframing approach also focuses on
the potential of artistry, creativity, and expression in organizational leadership.
As a political sociologist, MacGregor Burns brought an innovative approach to leadership
in 1978 when he urged the development of transformational leadership theory, first coined by
Downton in 1973. Since the early 1980s, transformational leadership has been the focus of
leadership research in business and management, and several other professional fields have
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adopted this approach to study leadership behaviors, such as nursing, industrial engineering, and
education (Northouse, 2013).
Other than transformational leadership, a variety of leadership theories have been
established. Figure 2 shows the analyses of business and management on traits/behaviors,
communication, team management, and vision/innovation. The trait approach was considered the
first systematic attempt to study leadership; and this approach focuses on how personal traits
affect leadership behaviors (Bass, 1990). On the other hand, the skills approach was developed to
emphasize leaders’ skills and capacities that can be learned (Mumford, Zaccaro, Harding, Jacob,
& Fleishman, 2000). Both approaches investigate leadership from a personal perspective.
The situational approach (Hersey & Blanchard, 1969), path goal theory (House, 1996),
and leader-member exchange theory (Scandura, 2099) largely focus on the communication focus
among leaders and followers, as shown in Figure 2, that goes beyond the focus on the leaders
themselves. The next focus is team management, which is discussed more in team leadership.
Team leadership considers more team variables and validity in studying leadership (Northouse,
2013). Transformational, charismatic, and authentic leaders have strong potential to develop
effective and successful organizational cultures and create cultural norms that are coherent and
vision-oriented. These three leadership theories will be discussed in the followings as they are
closely connected to this study:
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Figure 2-1: Focuses of leadership theories and practices in other professional fields.
Transformational leadership. Transformational leadership emphasizes both leaders’ and
followers’ growth in organization. Burns (1978) identified the characteristics of transforming
leadership, which later became the foundation of transformational leadership. One of the
characteristics is that a transforming leader “recognizes and exploits an existing need or demand
of a potential follower” (p. 4). Burns discussed different type of transforming leadership:
intellectual leadership, reform leadership, and revolutionary leadership. Taking intellectual
leadership as an example, Burns argued that intellectual leaders respond to social needs and
bring both analytical and normative ideas to the environments. Also, in the discussion of
transforming leadership, Burns pointed out that psychological and cultural forces are strong in
reform leadership, which emphasizes satisfaction of the higher needs and aspirations of followers.
Therefore, transformational leaders care about their followers’ needs, growth, and satisfaction.
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As stated earlier, culture in an organization is the key factor that leads to individual
judgment and behaviors. It is vital to examine under what conditions individuals in organizations
are willing to support the organizational culture. Transformational leadership theory focuses on
heavily both leaders and followers; meeting followers’ needs and discovering particular
strategies are the major tasks of transformational leaders otherwise individuals may feel
neglected or oppressed, which might result in organizational purposes becoming something
individuals work against. Ideally, individuals’ needs are satisfied by the efforts of both
themselves and good transformational leaders, and organizations get energy and talent from their
followers that help them succeed (Bolmn & Deal, 2008).
Charismatic leadership. Charismatic leadership focuses on followers’ perceptions that
their leaders are extraordinary (Conger & Kanungo, 1998). Charismatic leaders transform the
nature of making the organizational vision more meaningful for followers by focusing on the
intrinsic side. Charismatic leaders are good at creating a strong meaningful collective identity as
well as expressing their confidence in their followers’ abilities, which heighten the followers’
sense of self-efficacy (Conger & Kanungo). When Burns (1978) discussed the concept of heroes
and ideologies, he also explained that most leaders “combined both ideological and charismatic
qualities, and great leaders combine them creatively” (p. 251).
Conger and Kanungo (1998) summarized multiple studies on charismatic leadership and
stated that visioning behavior is the core of charismatic leaders. Besides visionary behaviors,
they identified five other behaviors: drawing “attention of others to key issues through
unconventional and creative actions, effective interpersonal communication, demonstrating trust
worthiness, showing self-respect and respect toward others, and taking personal risks” (p. 13).
They also summarized House and Shamir’s notion of charismatic leadership, which emphasizes
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that charismatic leaders transform followers’ self-concepts and achieve their motivational
outcomes through offering an appealing future vision. Charismatic leaders, therefore, consider
their followers’ performance and self-development as well as their satisfaction.
Authentic leadership. Authentic leadership is one of the newest areas of leadership
research. Northouse (2013) discussed different definitions of authentic leadership and focused on
the following aspects: intrapersonal, interpersonal, and developmental perspectives. The
intrapersonal perspective emphasizes the leaders’ self-knowledge, self-regulation, and selfconcept; the interpersonal perspective, on the contrary, addresses authentic leadership as
relational, that is created by leaders and followers together. The developmental perspective,
however, is grounded in the leaders’ positive psychological qualities through self-awareness,
internalized moral perspective, balanced processing, and relational transparency. The authentic,
genuine, and real sides of this developmental leadership approach require leaders to do what is
good for their followers and society based on their moral dimension. Moreover, authentic leaders
are highly aware of their values and tend to place their followers’ needs above their own.
Authentic leaders like to work with followers to align their interests to create a greater common
good (p. 268).
The collection of leaders’ characteristics in those three leadership approaches shows that
good leaders have strong visionary motivation and stay true to both their visions and moral
standards. Also, those leaders focus on their followers’ development of motivation, self-esteem,
and satisfaction. The strong consideration of followers reveals that these leaders care about the
people they lead and pay close attention to the needs of their followers. Transformational,
charismatic, and authentic leaders have a strong potential to develop an effective and successful
organizational culture and create cultural norms that are coherent and vision-oriented.

75
Those leadership models were developed outside of art education; however, this raises
the question: how do those multiple leadership models in other professional fields fit in art
education? According to English (2011), Maxcy discussed the idea of the “artist-leader to be
given a serious examination because administration in general, and educational administration in
particular, is art – because life is art, or should be practiced as art” (p. ix). Another false
assumption is that “privatization and business models are the savior for educational leadership”
(p. x). This false assumption is useful for leaders across fields to think deeply about how
leadership discourse functions or benefits future leadership training within a particular context.
Leadership studies and discourse are created and practiced to ideally enhance future leadership
possibilities. Therefore, statements from scholars in different fields reveal an important factor for
implementing leadership models: the possibility of applying existing models to different
leadership contexts.
A multiplicity of leadership approaches developed within other professional fields
outside of art education have been widely implemented and studied in recent empirical research
to better understand organizational behaviors. Learning from seminal pieces in business and
public administration will enable art educators to become aware of leadership models that could
enhance leadership development in the field.

Applying Leadership to Art Education Practice
Based on the art education leadership discourse discussed earlier in this chapter, it is
apparent that leadership has not been effectively or conceptually developed as an area of study.
Art education researchers and scholars have begun to examine leadership as a concept, but they
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have not yet synthesized discourse that can be used to investigate leadership behaviors and
qualities, as other fields have.
One important lesson art educators can learn from the existing leadership discourse in
other professional fields, such as business and educational leadership, is that the overall
leadership picture of each professional field is fundamentally different from others although they
may share similar leadership theories and models. As a field, educational leadership has adapted
many theories and models from business and management; however, the discourse of
educational leadership has different foci, challenges, and dilemmas.
The existing systematic approaches to the study of leadership can effectively help art
educators recognize leadership in art education. Learning leadership with an understanding of
what other fields have accomplished is the beginning step for art educators to practice leadership
because the discourse in business offers a strong system for examining this concept, whereas the
leadership discourse in educational leadership has addressed diverse educational concerns.
However, our ultimate goal of mastering leadership in art education is to, using Bennis’s (1989)
words, recognize the context and declare our independence in leadership practice. Although art
education is still in its early stage of discovering leadership for research and practice, the
creative, aesthetic, and expressive strengths of this field will open another chapter in leadership
study that needs to be explored.

Conclusion

Those literature review sections illustrated the development of art and art education
leadership in a historical context, which reveals the different values held in the field and presents
how the focus of art education discourse has changed over time as it has responded to social and
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cultural contexts. Looking at this field through a leadership lens, however, enables researchers to
realize the field is still in the early stages of developing its leadership voice. The limited number
of leadership discussions and studies in art education has opened the door for art educators to
explore the importance of this concept. At the same time, the lack of leadership development
reveals a strong need for the field to establish more effective leadership voices, tools, and models
to enhance leadership development. Leadership as a concept in art education, as well as its
possible challenges, was also discussed from the perspectives of management and leadership in
various contexts. Additionally, the literature review also discussed leadership discourse from
other professional fields, including leadership theories, models, and discussion of organizational
cultures, with a hope of providing a leadership perspective from established foundations, which
can potentially offer insight for leadership studies in the field of art education.
To summarize, five bodies of literature were reviewed. First, from a historical
perspective, paradigm shifts revealed that leaders made keen observations and recognized key
elements needed to enrich the development of the field of art education; however, studies of
those past leaders’ behaviors were rarely undertaken, which resulted in a failure to recognize
these timely opportunities to explore their visions as art educators. Second, the existing
leadership literature presents the current trend: leadership has been examined primarily as a
subcomponent of a larger issue. In art education, there has been limited recognition of leadership
that encourages researchers to conduct empirical research, which in turn decreases the potential
value of leadership in art education.
Third, the concept of arts leadership was discussed, although this concept is still at its
early stage in art education. Through discussing and mapping this concept, the researcher tried to
illustrate the scope and dynamics of arts leadership as a concept and used this discussion as the
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starting point to discover more potential for this topic in the field of art education. The fourth
section discussed how leadership models created for and applied in other professional fields have
enriched leadership development in their fields because those models have enabled young
scholars, current practitioners, and experienced researchers to increase their awareness of
leadership philosophies, techniques, and practices.
Additionally, past and present models within these disciplines allow practitioners to
change their leadership models to match the current trends, thereby adapting their approach
based on firmly established principles. Unlike the art education field, these professional fields
use existing leadership models to reap benefits to advance personal leadership skills and the field
itself. The last section used culture as a central theme to examine leadership roles and their
influence in organizations. These leadership aspects illustrate leaders’ holistic impact on
organizational cultures, which consist of culture recognition and culture creation at different
levels.
Based on how other professional fields create and use leadership studies as strong tools to
increase the scope of research and human behavior, the art education field needs to recognize the
value of past and current leadership voices and studies across all fields to create potential
opportunities for future leaders to assume active, effective, and powerful roles in art education.
Currently, the dearth of leadership studies severely limits the possibilities for art educators to
look at the value, wisdom, and effectiveness of developing leadership capacities as artists, art
teachers, and art leaders. The current need for the field, based on the benefits of leadership
development from other fields, is to explore the unique leadership characteristics in art education
and to construct a set of principles to establish a leadership framework that will contribute artful
and aesthetic perspectives to the current leadership discourse within other fields.

CHAPTER 3
RESEARCH METHODOLOGY

This chapter provides a comprehensive description of the research methodology for this
study. The following sections include the research design, the description of the data, and the
data collection and data analysis procedures.

Research Design

Two phases of case study were included in this qualitative study. Phase one of this
research was multiple case studies in art educational institutions in New York City, Chicago, and
San Francisco. Phase two was a single, closely focused case study at the Garden Museum,
Crossing Bridges, and 365 Art Museum in Chicago. These two phases of case studies focused on
arts and art education leaders’ experiences to discover the principal influences on their leadership
philosophies, techniques, and practices. The investigation included the personal, educational,
professional, cultural, social, and other contextual factors that formulated these arts leaders’
leadership development. To study these factors, a qualitative approach was used.

Qualitative Research
Drawing on Seidman’s (2013) concept of qualitative research as understanding each
individual’s experience, this study examined leaders’ personal identities (as a person, artist, and
leader), educational backgrounds, and the evolution of their professional leadership careers,
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which parallels Bogdan and Biklen’s (2006) qualitative approach that emphasizes everyday life
and human interaction. The qualitative approach also largely emphasizes holistic description in a
particular situation (Fraenkel & Wallen, 2009) and in-depth analysis of experiences instead of
outcomes or products (Bogdan & Biklen, 2006).
Based on Bogdan and Biklen’s (2006), as well as Fraenkel and Wallen’s (2009), notion
that the qualitative approach focuses on details of actual situations and phenomena, this study
comprehensively analyzed leadership philosophies, techniques, and practices of art and art
education leaders. This research considered leadership experience as a phenomenon influenced
by personal, educational, and professional backgrounds. Therefore, a phenomenological research
approach was used to “describe the common meaning for several individuals of their lived
experiences” (Creswell, 2013, p. 76) in leadership in art education. Seidman (2013) also
explained that a phenomenological approach is needed when seeking participants’ subjective
reconstruction of their experience. Pollio, Henley, and Thompson (1997) stated that a
phenomenological approach emphasizes dialogues and “first-person description of some
specified domain of experience” (p. 29).

Pragmatism
Origin of pragmatism. As emphasized in the first chapter, Dewey’s (1934) notion of
experience is a part of my philosophical foundation, which values personal interpretation and the
totality of one’s experience as a holistic concept. Dewey’s ideas discussed in Art as Experience
are examples of the American philosophical movement of pragmatism. According to the
Stanford Encyclopedia of Philosophy (2013), the concept of pragmatism originated in the United
States in 1870. Three important philosophers: Charles Sanders Peirce (1939-1914), William
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James (1842-1910), and John Dewey (1859-1952) contributed to the major tenets of pragmatic
thought.
Essential concepts of pragmatism. These three philosophers worked on a new way to
approach what they saw as two sides of the world: tough-minded and tender-minded. Toughminded illustrates the materialist, pessimistic, and irreligious perspectives, while tender-minded
is often idealistic, optimistic, and religious. Pragmatism provides a philosophical foundation to
overcome the distinction between tough-minded and tender-minded. Pragmatism offers a way of
realizing that religion, science, and morality are not in competition (Stanford Encyclopedia of
Philosophy, 2013).
Based on Campbell’s (2011) interpretation of pragmatism, some major philosophical
perspectives are important for unpacking this concept. Pragmatists had a fundamental interest in
nature because every individual’s existence is a part of the nature of this world. For these
philosophers, “Emphases upon the embodiment of the live organism led eventually to a
reconceptualization of our place in nature” (p. 12). Furthermore, experience is a major concept in
pragmatism. Pragmatists focused heavily on everyday life experience and that each individual
must pay attention to the progression and change of our experiences. During this experimental
process, human beings discover more from their experience, connect the diversity of everyday
life experiences, and evaluate experience by developing a critical stance.
Additionally, pragmatic ideas emphasize the role of possibility. The possibility aspect
emphasizes the role diverse possibilities play in our natural existence. Variety and emergence are
fundamental traits of life. Another pragmatic theme is the idea of the community, which is “as
the social ground of a fulfilled human existence” (p. 12). The idea of community is to address the
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close connection between individuals and society and to illustrate the creation and reconstruction
of human experience.
According to these fundamental themes that classical pragmatists were working on, it is
clear that pragmatists focused on practical experiences instead of theories. James and Peirce
considered pragmatism as a method and principle for clarifying hypotheses and concepts
(Stanford Encyclopedia of Philosophy, 2013).
Dewey’s ideas of pragmatism. Dewey was a later thinker in the pragmatism movement;
however, he developed pragmatism further. Shusterman (2000) indicated that Dewey was the
“only one of pragmatism’s founding fathers to write extensively on art and to regard aesthetics as
central to philosophy” (p. xvi). One of Dewey’s major contributions to pragmatism was to push
develop arguments in arts and aesthetics from a pragmatic perspective. Shusterman (1997) also
explained that Dewey “champion[ed] science while claiming that it, like all knowledge, is but a
handmaiden to art – conceived widely as the experiential enrichment of life” (p. 5).
One of the most important characteristics of Dewey’s (1934) aesthetics is its focus on
naturalism. This concept was stated clearly in “The Live Creature” and “The Natural History of
Form” chapters in Art as Experience. For Dewey, “all art is the product of interaction between
the living organism and its environment, an undergoing and a doing which involves a
reorganization of energies, actions, and materials” (Shusterman, 2000, p. 6). Dewey concluded
his beginning chapter, “The Live Creature,” with an emphasis on personal active experience that
includes events, objects, sensations, and feelings; the journey of combining those experiences
together itself is aesthetic experience:
Experience in the degree in which it is experience is heightened vitality. Instead of
signifying being shut up within one’s own private feelings and sensations, it signifies
active and alert commerce with the world; at its height it signifies complete
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interpenetration of self and the world of objects and events. Instead of signifying
surrender to caprice and disorder, it affords our sole demonstration of a stability that is
not stagnation but is rhythmic and developing. Because experience is the fulfillment of
an organism in its struggles and achievements in a world of things, it is art in germ.
Even in its rudimentary forms, it contains the promise of that delightful perception
which is esthetic experience. (pp. 18-19)
Dewey also emphasized personal awareness and consciousness of everyday experiences.
Experience is a process in which we interact with our surroundings, obtaining information that
helps individuals meet their own needs (Stanford Encyclopedia of Philosophy, 2013). The
following statements from Art as Experience indicated the importance of consciousness for
creating holistic life experience and being aware of it:
The existence of art is the concrete proof of what has just been stated abstractly. It is a
proof that man uses he materials and energies of nature with intent to expand his on life,
and that he does so in accord with the structure of his organism – brain, sense organs, and
muscular system. Art is the living and concrete proof that man is capable of restoring
consciously, and thus on the plan of meaning, the unions of sense, need, impulse, and
action characteristic of the live creature. (p. 26)
Dewey believed that every individual only has an experience as the integration of many events,
activities, observations, and feelings in life. Shusterman (1997) stated that pragmatism
incorporates the practical and cognitive, along with the somatic and social, as contribution
elements in aesthetic experience.
Experience occurs continuously, because the interaction of live creature and environing
conditions is involved in the very process of living….We have an experience when the
material experienced runs its course to fulfillment. Then and then only is it integrated
within and demarcated in the general stream of experience from other
experiences….Such an experience is a whole and carries with it its own individualizing
quality and self-efficiency. It is an experience….In an experience, flow is from
something to something. As one part leads into another and as one part carries on what
went before, each gains distinctness in itself. The enduring whole is diversified by
successive phased that are emphases of its varied colors. Because of continuous merging,
there are no holes, mechanical junctions, and dead centers when we have an experience.
There are pauses, places of rest, but they punctuate and define the quality of movement.
(pp. 36-38)
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Based on Dewey’s (1934) argument about integrating all experiences as one, each individual has
to follow the flow of the experience and actively connect one to another. The duration of this
integration and movement is also a part of the experience. Dewey also argued for the importance
of organization of the experience. Besides consciousness and integration of one’s experience, the
dynamics of organization show personal growth and progression when one constructs his/her
experiences.
Dewey’s (1934) points of view in Art as Experience are based on his interpretation of art
and aesthetics. “Art is not nature, but is nature transformed by entering into new relationships
where it evokes a new emotional response” (p. 82), it becomes clear that the art Dewey defined
is strongly associated with the connection, relationship, and interaction between art itself and our
responses to art. Moreover, Dewey valued the connection between individuals and society and
explained that each individual can develop a rhythmic movement to interact with the outside
world.
Art is a quality that permeates an experience; it is not, save by a figure of speech, the
experience itself. Esthetic experience is always more than esthetic. In it is body of matters
and meanings, not in themselves esthetic, become esthetic as they enter into an ordered
rhythmic movement toward consummation. The material itself is widely human. The
material of esthetic experience in being human – human in connection with the nature of
which it is a part – is social. Esthetic experience is a manifestation, a record and
celebration of the life of a civilization, a means of promoting its development, and is also
the ultimate judgment upon the quality of a civilization. (p. 339)
The discourse of aesthetics that Dewey (1934) was working on extended the pragmatic
thoughts and connected previous philosophical foundation with integration with aesthetic
experience. Dewey also explained the concept of inquiry and valued the process of problem
solving as a progress of creating experience. Dewey’s thinking offered innovative ideas for both
pragmatic thinking as well as practical implementation of everyday experience through
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promoting a strong self-awareness, self-consciousness, and active interaction between self and
the world from an aesthetic perspective.
Dewey focused diverse interaction between humans and the natural environment; Dewey
also conceived its place in human experience as a partner with other forms of inquiry, including
arts, law, and politics. Furthermore, Dewey believed the “knowledge of nature, but not nature
itself is originated from immediate experience is simply that this is what actually happened in the
history or development of experience” (as cited in Kickman, 2007, p. 133).
The vision of pragmatism is to serve as a “philosophical mode that takes as its central
concern the process of transitioning”; which Koopman (2009) illustrated as “temporal structures
and historical shapes in virtue of which we get from here to there” (p. 2). In different ways, the
three major pragmatists, Peirce, James, and Dewey, all argued that experience is much richer
than the traditional viewpoints and rejected mistaken beliefs of experiences as separable
constituents of cognition developed by earlier philosophers (Stanford Encyclopedia of
Philosophy, 2013).
In this research, pragmatic thinking leads to the examination of arts and art education
leaders’ practical experience. Because pragmatism highlights the ultimately practical lifeenhancing function of philosophy, this approach helped the researcher and the research
participants be aware of the continuous interaction of their past and present leadership
experience. Shusterman (1997) stated that philosophy is a “form of desire, of effort at action –
love, namely, of wisdom” and its primary concern is to clarify and “extend the goods which
inhere in the naturally generated functions of experience” (p. 22).
Pragmatists provide accounts of normative standards to help individuals understand “how
[to] carry out inquiries in a disciplined, self-controlled way” (Stanford Encyclopedia of
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Philosophy, 2013). This perspective identified an essential function of pragmatic thinking, as
Dewey (1934) believed that situations can be transformed during the course of inquiry by
identifying the problems, recognizing progress, and resolving problems. This transformation is
the practical value that this study discovered through studying art education leaders’ leadership
qualities and behaviors. Awareness of this transformational process can help leaders improve
their leadership practices; offer leaders methods, strategies, logic for future leadership tasks; and
enrich researchers’ understanding of how their everyday leadership experience has been
transformed over time.
Case Studies

Case study inquiry was used in this research. Stake (2000) argued that case studies are
useful in examining human affairs because case studies emphasize individuals’ first-hand
experience and largely pays attention to the participants, but at the same time, case studies do not
provide the basis for generalization. Stake stated that each individual’s understanding of human
affairs is mostly gained through personal ordinary involvement and experience. Therefore, this
research used case studies to investigate leaders’ narratives and experiences in the past and
present to conceptualize how they have established their current leadership philosophies and how
their current leadership strategies and practices have been developed.
Mertens (2010) stated that investigating factors in a particular context is important in
qualitative research. In the context of leadership in art organizations, two tasks were essential to
this study: first, discovering how these leaders’ philosophies shape the totality and complexity of
their leadership experiences and second, synthesizing the strategies and practices of these leaders
in their relative contexts to craft a practical guide for future leaders in art education.
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Data Sites and Sources

In the first phase, the participants of this study included 26 art and art education leaders
from three metropolitan areas: New York City, Chicago, and San Francisco. In the phase two,
the participants only included ones selected in Chicago as a single case study to closely examine
participants’ leadership philosophies, techniques, and practices. New York City, Chicago, and
San Francisco are well-known for their art communities and frequent art events. These three
areas also host a diverse national and international population in their community art centers,
galleries, museums, and other art venues. In other words, art education leaders selected from
these three areas provided the necessary insight to build an overall framework for leadership in
art education.
New York City and Chicago are the first and third biggest cities in the United States (U.S
Census Bureau, 2013). San Francisco has a strong commitment to multi-cultural perspectives,
which shows its strong level of embracing cultural diversity. These three areas are located in the
Eastern, Midwestern, and Western regions in the United States. The selection of these
metropolitan areas was designed to encompass a broad perspective about how different
environments, norms, cultures, and contexts in the city shape the behaviors and practices of art
education leaders in addition to how those leaders have a reciprocal impact on their respective
locales. By focusing on three representative metropolitan areas, this study developed an
applicable model framework for future leadership development in art educational settings.
Twenty-six art education leaders were selected as participants for this study. The criteria
for selecting these art education leaders were as follows: first, each participant needed to serve in
a leadership role such as president, director, programmer, founder, or supervisor in an art
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organization. They needed to have no less than one-year of leadership experience in their career
history. There was no specific minimum age criterion. Second, each participant needed to have
an art education background (acquired through formal or informal experiences) because this
study closely addressed the connection among personal art education and leadership philosophies,
techniques, and practices. This study used “purposeful sampling” (Seidman, 2013, p. 55) to
select leaders who met the criteria mentioned above. The researcher examined the arts
organizations’ websites to learn about each organization’s vision, programs, staff and directors,
and the scale as important selecting factors to choose the participants in this study.
Tables 3-1, 3-2, 3-3) present the list of leaders who participated in this study and their
corresponding organizations in each metropolitan area. The names of both leaders and
organizations are kept confidential in this report, so pseudonyms are used below. The tables
reveal the leaders’ positions served in their respective organizations; the types of organizations
are also identified.

Table 3-1
Participants and Organizations Selected in Chicago
Name

Years of
Experience

Position

Name of the
Organization

Type of
the Organization

Summary of the Organizational
Mission

Cyndy

7

Director of
Education

Inspirational
Youth

Community Art
Center

Justin

16

Founder

Station for the
Future

Community Art
Center

Matthew

9

Director of
Education

Crossing
Bridges

Community Art
Center

Karter

5

Director of
Education

Vincent Art
Center

Community Art
Center

We provide visual arts classes to underserved Chicago youth in 6-12 grades
and college and career counseling to
high school students and their families
who are interested in pursuing a career
in the visual arts.
This is an arts and pedagogical initiative
that establishes collaborative,
community-based art education projects
with residents, artists, and youth for
communities in Chicago.
It is a leader in advancing contemporary
visual art in greater Chicago area. It
brings artists and communities together
to foster creativity at every level by
providing comprehensive roster of art
programs.
Our mission is to make the visual arts an
integral part of lives of the diverse
audiences in the surrounding
communities through an extensive
offering of visual arts classes,
exhibitions, and publications.
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Melvin

12

Director of
Education

Garden
Museum

Museum

Jaylin

6

Director of
Community
Engagement

Museum of 5
Cultures

Museum

Millie

8

Director of
Education

365 Art
Museum

Museum

Evy

15

Director of
Visual and
Performing
Art

Art+Culture
Avenue

Arts and Culture
Institute

We establish self as a driving force for
creative thinking through the arts at
Lakeview University and dedicate to
developing a pioneering model of
what a contemporary academic art
museum can be.
We develop community outreach
opportunities to enhance art teaching
and expand support for creativity in
Chicago communities by offering
family events, public lectures, visual
arts exhibitions.
We provide studios and classrooms for
local families to enjoy and learn art
together with visual resources,
museum events, exhibitions, and
games, and picture books.
This arts and culture institute has a
long history as a free municipal
cultural venue, presenting hundreds of
international and national artists,
musicians, and performers for the
public to learn about the arts.
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Table 3-2
Participants and Organizations Selected in New York City
Name/
Jaden

Years of
Experience
22

Position

Eddie

17

President

Arts After
School

Arts and Culture
Institute

Corinne

18

Director of
Education

Art as My
Language

Arts and Culture
Institute

Peter

7

Arts
Education
Director

Leading Youth
Artists

Community Art
Center

Hollie

5

Director of
Programs

Greater
Equality

Community Art
Center

Director of
Education

Name of the
Organization
Modeling
SCARF

Type of the
Organization
Arts and Culture
Institute

Summary of the Organizational Mission
We are committed to ensuring that students
in NYC public school have equal access to a
well-rounded education of which the arts are
a central component through school and
community programs and advocacy.
We enrich the lives of young people and their
families through training in and exposure to
the arts across multiple disciplines in an
environment that focuses on creativity and
self-confidence.
We provide arts programming to NYC public
school students to enhance their intellectual
and social growth by creating a
comprehensive approach that influences
diverse learning communities.
We run programs like Arts in Education that
nurtures vibrant arts climate and next
generations of artists and forges strong
connections among generations of culturalminded individuals.
Our mission is to transform the lives of
young people through arts education and
provide greater equality of resources and
opportunity in the arts to traditionally underserved teens.
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Table continued from previous page
Kaylee

12

Chief
Program
Officer

Defining
Excellence

Community Art
Center

Alice

23

Director of
Programs

Ideas in Studios

Community Art
Center

Dayna

6

Executive
Director

Dialogues of
Artists

Community Art
Center

Kristin

15

Director of
Education

Parkway
Museum

Museum

Helen

8

Director of
Education

Museum of
Transparency

Museum

We advance social, intellectual, and artistic
development of underserved public school
students through arts-integrated education
programs to close the achievement gap.
We foster the intellectual and creative
development of NYC youth through quality
arts programs and collaborations with those
who provide arts programming for youth
both in and outside of schools.
We provide resources to artists who
demonstrate artistic excellence by fostering
an inclusive, practical discourse about the
aesthetics, function, ethics and meaning of
socially engaged art.
We commit to innovation and explore ideas
across cultures through dynamics curatorial
and educational initiatives and collaborations
through exhibitions, publications, and digital
platforms.
We provide opportunities for museum
educators to work in innovative ways,
offering audiences drop-in programming,
hands-on learning, and in-depth and
interdisciplinary programming.
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Table 3-3
Participants and Organizations Selected in San Francisco

Travis

Years of
Experience
16

Leader’s
Position
Director of
Cultural
Affairs

Name of the
Organization
Arts Advocacy

Type of the
Organization
Arts and Culture
Institute

Lillian

8

Art
Education
Program
Officer

Arts Advocacy

Arts and Culture
Institute

Serena

5

Co-Founder

LaLaMe Studio

Community Art
Center

Eva

9

Program
Manager

InterConnections

Community Art
Center

Moxie

25

Founding
Executive
Director

Coloring
Innovation

Community Art
Center

Name/

Summary of the Organizational Mission
We are the San Francisco City agency that
champions the arts as essential to daily life
by discovering a vibrant arts community,
enlivening the urban environment and
shaping innovative cultural policy.
We are the San Francisco City agency that
champions the arts as essential to daily life
by discovering a vibrant arts community,
enlivening the urban environment and
shaping innovative cultural policy.
It is an inquiry based educational initiative
that offers programming and workshops
about the diverse cultures to cultivate young
people’s curiosity through experimental
visual arts projects.
We provide Bay Area based artists and arts
organizations with teaching and learning
resources, community and cultural space in
order to develop sustainable practices in the
arts.
We advocate for a strong presence of the
arts in public education and believe that
exposure to the arts fosters a more complete
process of learning and builds healthy and
vibrant communities.
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Table continued from previous page
Joe

10

Director of
Community
Engagement

Cultures for
Change

Museum

We believe that culture is an essential
catalyst for change and out responsibility is
to spur and support societal movement
through leading edge contemporary art,
creative ideas, and collaborations.
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Data Collection Procedures

This section explains these data collection techniques: interviews, observations, and
artifact collection. These data collection techniques offered a comprehensive look into the
participants’ leadership philosophies, techniques, and practices.

Interviews
Marshall and Rossman (1995) argued that in a qualitative study the researcher can use indepth interviews to examine the participants’ perspective but, at the same time, must respect the
structures of the participants’ responses by using a semi-structured interviewing method.
Seidman (2013) also stated that interviewing shows the researcher has an interest in
understanding other people’s experiences and their interpretation of what they have experienced.
This data collection technique was selected for this study because the researcher values the art
education leaders’ experience and how their leadership behaviors were developed.
The researcher initially studied more than 30 arts organizations in New York City, San
Francisco, and Chicago, comparing the scale of the organizations, art education programs offered,
and structures of each of the leadership team. Then 10 potential participants were contacted via
email or phone to collect information about the length each had served in the leadership position
as well as to determine their job description as a leader. The criteria of selecting participants are
the following: each leader needed to serve in a leadership role such as, but not limited to,
president, executive director, program director, or director of education. Each leader also needed
to have backgrounds in the arts, including art education, fine arts, performing arts, photography,
or painting. Additionally, each leader needed to serve in his/her current leadership role for more
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than three years and there had to be followers under his/her leadership role. The criteria were
designed to effectively select arts leaders who had been functioning in leadership positions for a
period of time to avoid individuals who had just entered the organization. There had to be
followers under the participants’ leadership roles because some of arts organizations were small;
therefore, this criterion eliminated leaders or directors who were in charge of a department
without working with other colleagues. Potential interviewees were contacted via phone or email
to provide a description of this study (see Appendix A). To accurately select participants who
met the criteria for participation, the researcher collected general information regarding their
current roles in art organizations and their art education educational backgrounds and
professional experiences.
After the interviewees agreed to participate in this study, the researcher scheduled an
interview with each leader. The interviewing process included in-person, phone, or Skype
interviews, depending on the interviewees’ convenience. Conducting in-person interviews was a
priority for the researcher. Each interview lasted approximately 60 to 90 minutes and was audio
recorded to facilitate accurate data analysis.
Each interviewee was provided two copies of the consent form (see Appendix B). The
researcher and the interviewee each kept one signed copy for a reference. The researcher
conducted semi-structured interviews with an interview guide, which included interview
questions that needed to be addressed in this study (see Appendix C), while at the same time, the
participants were welcome to express their unique leadership experiences, including their
philosophies, techniques, and practices.
The interview process had two phases. Phase one consisted of multiple case studies, in
which 26 leaders from New York City, Chicago, and San Francisco. Six to 10 art education
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leaders were selected from each metropolitan area. Most participants were interviewed once, and
two participants were interviewed twice, for a total of 28 interviews. The data collected from the
28 interviews in the first phase were transcribed and reviewed to better prepare the second phase
of interviews and subsequent observations and artifact collection in Chicago.
The first phase of the interview process offered this study an overarching perspective on
leadership philosophies, techniques, and practices of the first 26 participants. In the second phase,
this study focused only on participants in the Chicago area as a single case study. After the first
phase data were reviewed, the phase two interviews were conducted with the same six to eight
art education leaders selected in Chicago in phase one; however, the phase two case study
conducted with a set of deeper questions generated from the review of research data from the
first phase. The data gathered during the second phase provided a better understanding of art
education leaders’ leadership experiences.

Observations
Based on Marshall and Rossman (1995), observation provides the researcher with
opportunities to understand behaviors and the meanings attached to them. Observation also gives
the researcher possibilities to become familiar with the situation as an insider instead of an
outsider through continuous participations (Creswell, 1998). Patton (2001) identified three main
benefits of observation data: describing the setting accurately, letting the researcher be “open,
discovery oriented, and inductive” (p. 262), and noticing details that might routinely be ignored
by people in the setting.
Observation was reserved for the second phase of data collection, which was the single
case study of Chicago. By observing meetings, events, exhibitions, and training processes in the
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actual settings of the selected art organizations, the researcher learned and analyzed the leaders’
decision-making process, leadership strategies, communication skills, and interactions with their
subordinates. Observation also provided the researcher with different perspectives about the
leaders’ actual practices.
Leaders’ behavioral details were analyzed and connected with interview data, which also
offered more perspectives for the researcher during follow-up interviews with these leaders. The
researcher took field notes during the observation process in different settings to document art
education leaders’ working environments, behaviors, and everyday leadership practices. The
researcher observed, but did not participate in, meetings, events, or conversations taking place
within the art organizations to closely capture information for data analysis.

Artifacts Collection

This part of the data collection included artwork, documents, and images gathered from
the art education leaders’ personal background or the actual sites at the art organizations. The
artifacts were collected from 26 art education leaders in both data collection phases. The artifacts
enriched the interview and observation data, while also helping to illustrate informational aspects
of art organizations, and art education leaders’ past and current art experiences.
The following table represents the connection between the research questions and data
collection techniques.
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Table 3-4
Connection between Research Question and Data Collection Techniques

Research Question #1:
How have art education leaders’ educational backgrounds
and professional experiences influenced their leadership
philosophies, techniques, and practices?
Research Question #2:
What are these art education leaders’ philosophies of
leadership?
Research Question #3:
What are these art education leaders’ leadership techniques?
Research Question #4:
What are these art education leaders’ leadership practices?
Research Question #5:
Based on the above, what would a model framework that
can improve the education of future leaders in the art
education field look like?

Artifacts
Collection

Interviews

Observations

Research Questions

√

√

√

√

√

√

√

√

√

√

√

√

Data Analysis Procedures

The data collected from the interviews, observations, and artifact collection were
analyzed in three stages. The first stage of data analysis was conducted after the researcher
finished the 26 interviews during the phase one data collection. Seidman (2013) suggested that
keeping the interviewing and analyzing data separate can “avoid imposing meaning from one
participant’s interviews on the next (p. 116).”
To prevent over interpreting the participants’ responses during the interviews, the
researcher did not include any in-depth data analysis before all phase one interviews were
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conducted. The purpose of the first stage of data analysis was to investigate the leadership
philosophies, techniques, and practices of 26 leaders from the three metropolitan areas.
Additionally, after finishing the first stage of data analysis, the researcher used the results
to reconsider the focus of the second phase data collection in Chicago, which included follow-up
interviews, observations, and artifact collection. When all three of the data collection processes
were completed, the researcher conducted the second stage of data analysis. At this point, the
purpose was to closely analyze and condense the selected art education leaders’ behaviors,
experiences, and leadership development into a single case study.
Finally, the third stage of data analysis combined the findings from the stage one and
stage two data analysis processes for a comprehensive comparison investigating the similarities
and differences among individuals, art education leaders, art organizations, and other contextual
factors combined. The last stage of data analysis integrated the data analysis for phase one and
two to recognize patterns, themes, structures, and narratives to create a model leadership
framework in leadership development for the art education field.
This research used case study inquiry. Patton (2001) indicated that “cases are units of
analysis” (p. 447) and new considerations could emerge after data collection. Additionally, the
purpose of the analysis process was to “gather comprehensive, systematic, and in-depth
information” (p. 447). The mentioned three stages of data analysis used the following approach
for analyzing data to organize, synthesize, and interpret the data collected:
1. Three types of data were prepared at the beginning of data analysis: the interviewing
and observational data were all transcribed, and the artifacts were analyzed. Mertens
(2010) stated that the researcher needs to use all of the collected data for “reviewing
and reflecting” (p. 424).
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2. Bogdan and Biklen (2006) suggested that coding categories are generated from topics,
patterns, themes, and regularities in the data. The researcher identified words or
phrases that comprised the coding system. In this study, the researcher used the
research focus and components to start as the first coding system. There are three
major components: philosophy, technique, and practice; each component included
three different sub-components. Under philosophy, this study sought evidence of each
art and art education leader’s self-identification as a person, an artist, and a leader.
Through examining the data from the identity perspective, the researcher discovered
how participants’ philosophies were constructed and how the roles they played in the
past have influenced their current philosophies.
Leaders’ philosophies can be a strong foundation for their techniques and
practices. Technique was the second component: this focus included the leaders’
strategic principles, empowerment of others, and their leadership development
process. The purpose of discussing techniques leaders used was to effectively
investigate their behaviors that supported their leadership roles; moreover, the
techniques leaders used were connected to their own journey of leadership
development and how they helped others to develop leadership skills.
Finally, the researcher emphasized their practical experiences, including their acts
of leadership, organizational management, and holistic performance. Leadership
practice was discussed for a thorough understanding of leaders’ performance; this
allowed the researcher to examine how their leadership philosophies influenced their
techniques, and, in turn, shaped their leadership practices.
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3. With the three major components (philosophy, technique, practice) analyzed, the
researcher discovered the first systematic coding system. Then the researcher
analyzed this coding system as well as the data one more time with the diverse factors
discussed in Chapter 2, such as four perspectives in transformational leadership,
which included idealized influence (charisma), inspirational motivation, intellectual
stimulation, and individualized consideration. These potential factors provided the
researcher with another different lens for creating codes and themes and also helped
the researcher to examine the qualities of transformational leadership among the art
and art education leaders. This coding system allowed the researcher to create “a list
of families of codes to suggest some ways coding can be accomplished” (Bogdan &
Biklen, 2006, p.173).
4. The researcher also paid attention to other possible codes that were missed in step two
and three. Bogdan and Biklen (2006) listed different codes for researchers to
consider: setting, context, situation, process, activity, event, strategy, relationship,
social structure, narrative, or method codes. The list allowed the researcher to review
the data after developing the coding system in step two to identify any other possible
codes that could be added to the coding categories.
5. A detailed description of each coding category is discussed in the Chapter 4. The
following themes are discussed: defining leadership, managing art programs is like
creating art, art as a communication tool, and the humanity aspect of leadership,
transformational growth, and organizational culture. Stake (1995) indicated four
forms of data analysis in case studies: categorical description, direct interpretation,
patterns, and naturalistic generalizations. The researcher broke the data into a
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manageable size for reporting (Mertens, 2010). Moreover, based on Creswell’s
(1997) perspective about the ultimate goal of data analysis, the researcher
“develop[ed] generalizations about each case and how they compare and contrast
with one another” (p. 154).
6. The final step of data analysis was to connect patterns, themes, and categories that
emerged from the data and to establish a narrative that effectively addresses the
research questions.

CHAPTER 4
FINDINGS

This study was designed to examine how arts leaders in arts organizations practice their
leadership roles. Through the investigation of their leadership philosophies, techniques, and
practices, arts leaders’ behaviors, thinking processes, growth, and self-awareness are presented in
this chapter through the following themes: arts and leadership, visions and values,
transformation, leadership styles, leadership development, organizational culture, and
collaboration.

Contexts of Arts Organizations

In this study, the participants were selected from three different categories of arts
organizations (as discussed in Chapter 3), which included community art centers, museums, and
arts and culture institutes. These organizations’ missions were highly involved with educational
components and dedicated to fostering art learning opportunities for their respective
communities as these art leaders from arts organizations aimed to transform public perceptions
of and experiences in the arts. The following are summaries of the mission statements from
sample arts organizations to present the overall foci of arts organizations selected in this study.
•

Ideas in Schools fosters the creative and intellectual development of New York City
youth through quality visual arts programs. The organization also collaborates with
and develops the ability of those who provide or support arts programming and
creative development for youth both in and outside of schools. Ideas in Schools
serves young people by integrating the visual arts in teaching and learning and
provides professional development for artists and teachers.

•
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Modeling SCARF is committed to ensuring that every child in every New York City
public school has equal access to a well-rounded education of which the arts are a
central component through school and community programs, professional
development, parent engagement, and advocacy. Modeling SCARF offers a
comprehensive platform that includes model programs in all arts disciplines,
professional research, and policy recommendations that inform conversations about
arts education at every level.

•

Inspirational Youth educates and inspires under-served young people through the
visual arts by providing free visual arts classes to Chicago youth in 6-12 grades.
Inspirational Youth also provides free college and career counseling to high school
students who are interested in pursuing a career in the visual arts.

•

Art as my Language aims to ensure the arts are an essential part of education and
connects performing and visual artists with children, teens, families, and schools in
creative partnerships for teaching and learning. Art as my Language develops longterm relationships with NYC public schools, providing customized arts education
programs and building understanding among teachers, school leaders, and parents
about the arts’ potential to enhance teaching and learning.

Although these arts leaders developed partnerships and collaborations with other
educational entities within their local communities, the institutional construct of these arts
organizations was fundamentally different than schools in that schools have particular
expectations established by state and federal policies that need to be met by arts teachers and
students.
In contrast, the multifaceted programs and interactions in the targeted arts organizations
were built on a goal of expanding opportunities for art teaching and learning within their
respective communities and for creating arts education programs that adaptively respond to local
needs. These arts organizations provide support, professional development, and arts education
programs for local stakeholders, including students, families, teaching artists, and school leaders.
This nature offers organizations more freedom and flexibility to customize their
programming to local needs, professional expertise within organizations, and/or emerging
collaboration opportunities with other entities. Therefore, schools and arts organizations do not
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function with the same structures of practices, assessments, and expectations. The following
discussion of the findings will reveal how these arts leaders in arts organizations practiced their
leadership under less restricted educational environments than schools and present how their
leadership behaviors and qualities conceptualized organizational development in art education.

Arts and Leadership

The participants selected for this study have various backgrounds in the arts, including art
history, art education, fine arts, arts administration, museum education, visual communication, or
photography. As leaders in arts organizations, during their interviews, they shared their views of
the connections between arts and leadership. Based on the responsibilities and mission of each
organization, each leader provided insight from different angles, yet some of their beliefs and
experiences overlap. The following data will present a number of intersections between arts and
leadership: conceptualizing definitions of leadership, relating management to artistic creation,
the similarity of arts and language learning, and emotional aspect of leadership.

Conceptualizing Definitions of Leadership
The arts and leadership discussion starts with an examination of how arts leaders define
leadership to indicate several valuable perspectives that represent these arts leaders’ leadership
qualities throughout this study. This discussion offers fundamental leadership insight by
providing points of view that illustrate how arts leaders interpret their everyday art education
practice as leaders.
Alice has overseen all art education programs at Ideas in Studios for over a decade. When
asked to describe the characteristics of leadership in art education, she said, “One of the words
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that comes to my mind is hopeful. I think we all believe in the potential of young children to be
creative, to be inspired, and to grow.” Alice explained that being able to witness how young
students grow through their organizational programming has been her strong motivation to keep
expanding their practice. She continued,
We also believe in the power of artists and then the power of art, so it's almost like a
belief system and we are all believers. Everyone is very flexible, humble, and
resourceful; if a particular strategy doesn't work out, we are thinking about creating an
alternative strategy. Another word I would choose is supportive because it's hard work, so
people need to feel supported; I think those two are important aspects.
Ideas in Studios has been growing its organizational scale in terms of the number of schools it
has built partnerships with. Alice mentioned that to create a supportive work space, she wanted
to develop and convey the idea that Ideas in Studios is not only a space for students to grow, but
also for all staff members to learn how to adapt the organization’s constant changes in both
scales and partnership opportunities.
Alice illustrated that she, as the program director, tried as hard as possible to be
resourceful for her team; moreover, she noted that she values everyone’s talent and creativity
because she believes each individual is able to contribute to the organization. Sher also
envisioned her organization as a work space that develops continuous learning for everyone as
well. She stated,
Resourcefulness also is applied to figuring out a way to get a group of very talented,
creative people who have different ideas to come together to a shared goal, which is not
always so easy, especially when we have high standards and we take our work very
seriously. We have actually encountered some people over the years who thought this
work was fun and it's cute and fashionable. They don't really last that long.
Alice treated her job seriously and has been recruiting staff members who viewed their
jobs the same way. She reflected and believed that this is one of the reasons the organization has
been able to expand its audiences and stakeholders, such as K-12 students, school administrators,
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teaching artists, K-12 arts teachers, or donors.
Serena discussed the idea of modeling, which complements Alice’s belief that if leaders
want their colleagues to take their professional responsibilities seriously, they needed to be a
good model. Serena said, “I think the most important leadership piece for me would be
modeling, being a model for others.” Therefore, Serena was mindful of her behaviors especially
how she interacted with her colleagues because she believed that everyday interactions can
reveal leaders’ values and expectations for tasks, projects, and qualities of programs.
Serena continued to explain that a good model leader is vision-oriented because only
when the leaders’ behaviors were consistent with the organizational vision could they offer
cohesive organizational operation through effective teamwork. So, having a vision and being a
model were very important for Serena. She also noted that “I believe being insightful is critical
too. I think being able to figure out what's going on underneath the surface is also important
when you have a leadership role.” Serena is the co-founder of LaLaMe Studios, and she said she
found it very effective when she and the other co-founder inspired each other through
perspectives from their own expertise. She said she values different ideas and perspectives
because those new ideas always inspire new organizational development.
Serena also emphasized the innovative part of leadership: “The way I would define
leadership is to be able to envision something that was not there before.” Serena believed this is a
highly critical part of leadership because LaLaMe Studios is the first arts organization in the
community that focuses on fostering Latin America and Africa cultures.
Eddie believed that being willing to change is an important part of being in a leadership
position. He shared, “Art, life, leadership, and business are overlapped, and I have learned to
challenge my own thoughts and decisions. I'm not afraid to change.” For Eddie, a good leader is
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flexible in terms of responding to new ideas. He stated,
It is hard to lead if you have to be the smartest person in the world because part of being a
good leader is being able to recognize smart ideas. For the best leader, it's important to
surround yourself with people who are smarter because your role is to recognize and
coordinate a series of ideas to achieve a particular purpose. You want to surround
yourself with people who are complex, smart, intelligent thinkers and what you have to
do is to listen to what they are saying and make your decision based on the information
they are giving.
Eddie said that recruiting intelligent team members is very important for leaders, especially
within bigger scale arts organization like Arts After School. As a leader, Eddie explained that his
primary task is to recognize outstanding ideas and coordinate those ideas effectively to foster
organizational growth. Through this process, Eddie mentioned the staff members also learned
that this organization is one in which they can thrive and their efforts and contributions can be
recognized.
Moxie emphasized that one aspect of her definition of leadership is the continuous
process of learning and discovering one’s uniqueness. She explained,
For me, being a leader is an ongoing process. You have to figure it out as you go, you
need to ask questions. Everyone has uniqueness about themselves, and that distinguishes
them from others. I had a hard time thinking what my uniqueness is and how can I
distinguish myself from the person sitting next to me when I first became manager.
To me, as being a leader here, it is important to be confident and understanding in
trusting my own voice. I think everybody has uniqueness, so trusting your own voice and
discovering what that is, then you go with it; that’s how you find your real way and craft
your own space.
For Moxie, leadership is not only serving others, helping students grow, and inspiring art
education in the communities, but it is also crafting a personal space to learn new things,
challenge boundaries, and develop personal fulfillment as an art educator.
This discussion of how arts leaders define leadership provides a beginning point to
illustrate different approaches and values these arts leaders emphasized within their
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organizations, positions, and leadership tasks. These leaders in arts organizations did not practice
leadership with a fixed definition; the leadership values they upheld were largely influenced by
the individuals they worked with every day.
This section presents how leaders conceptualized definitions of leadership by considering
ways to effectively work with others and, as a leader, ensure development of the organization in
ways that value individual contributions. The considerations of others were revealed throughout
the conceptualizing process of their leadership behaviors. In other words, these arts leaders’
perceptions of their own leadership roles involved a collective and shared sense of organizational
responsibilities instead of emphasizing personal power or reputation. The following discussion
reveals how these arts leaders connected arts to leadership.

Relating Management to Artistic Creation
Matthew’s educational background includes a visual communication undergraduate
degree and an MFA. He has had several different positions as a manager and as director of
educational programs in which he oversaw visual arts programming. He explained the first
position he had that included management of educational programs,
At Inspirational Youth, I was the manager of studio programs. So, studio programs are the
core thing there. It's about 25 courses a quarter in a bunch of different studios for about
300-400 students a quarter. So, per year it's about 100 courses, over 1,000-1,500 kids. At
the time, I also curated the exhibitions there. I curated in their main gallery about 10 to 12
exhibitions a year. Some of them were student exhibitions from the quarter, so that was
massive amounts of stuff. But others were like special exhibitions. That was a big position
for me, and it was my first time overseeing a pretty big curriculum with a lot of moving
parts.
Matthew shared his first experience of taking on heavier loads of responsibilities by managing
both programs and exhibitions at Inspirational Youth as the program manager. This was a good
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opportunity for him to develop skill sets for overseeing multiple studio programs and
maintaining effective functionality of all courses annually. This experience of overseeing the big
curriculum structure helped him formulate the connection between this administration and his art
making processes. He said,
Creating that program is like creating art. Especially the more complicated the program
is, it's just like a more complicated project. If I make a two-minute video installation with
one camera, that's maybe an exercise inside of a class. But if I make a featured film that's
two hours long and has a bunch of different locations and actors and a lot of moving parts
and budgets, then all of a sudden that's like curriculum. That's like a 25-course
curriculum. It's similar processes to think of how parts come together, how people come
together, and how they work with each other.
Based on his background in film, he expressed how art making and program management
challenged the same set of skills for managing large and small-scale aspects of a project,
I think it's the same side of my brain that’s like...When I used to edit videos, and I had to
render different composite tracks to put together something or edit something with 8-10
tracks of audio to go with a video track...all the little intricacies that you had to do with
video editing, so many layers of complexity involved with that. The same with any piece of
art, I develop my own process for transferring images onto large-scale pieces of art. So
many layers that I would use to make those pieces of art, it is the same thing with the
program.
So even administratively, when I have to budget for a million dollars for my programs, I
have to get really detailed about the particular programming, to get in there… zoom in
really close on one thing, look at the wave forms to decide what I wanted to fade in and
out, when, and how it would relate to the other things.
Matthew analyzed his administrative experience by paralleling it to his expertise in video editing.
His idea of zooming in and zooming out exemplified different viewpoints of the big pictures and
small details to consider regarding program management. Cyndy also stated that as an art
education leader, it is important to pay close attention to details. She gets “excited about big
ideas as well as details.”
Alice argued for the necessity of possessing content knowledge in art education for a
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leadership and administration position. She stated,
The leadership advice I would provide is that… I think your skills change, right? So, you
have to keep updating them. Something that was right for me a long time ago might be
different now. I'm sure there are those programs focusing on arts and administration, but I
have to say that I also feel slightly, to be honest, suspicious if someone goes directly to an
arts and administration program right away without the background in what they need. In
my case, it was art and education. They are limited in what they can do, although they can
be very resourceful and very good at fundraising, but the content background is limited. It's
the combination of the strategic, practical knowledge and then the passion for the content.
For Alice, the background and passion for the content knowledge are highly critical for art
education leaders as the foundation to lead and manage art education program. Cyndy also
identified this content knowledge as insider knowledge, which means that, as a director who
manages educational programs in the visual arts, having backgrounds and experiences in art
making will help develop the sense of empathy and understanding for youth’s learning
progression. She stated,
I like to use mapping, visual ways of information, I also like to include artistic practices in
thinking about administration. I think I also understand what a teaching artist or student
was trying to do too… like drawing problems, frustration in drawing, or being afraid to try
something new. I understand that because I have been there. I also understand the
excitement and how scary it is to try to make something and fail, then you have to try to do
it again. I have this insider's knowledge that maybe someone who wasn’t an artist who will
be in this leadership position… they might be good at other kinds of administration and
have more insights, but I understand what it takes to make artwork.
Eddie used photography as a metaphor to capture what it means to be a leader in that it is
like being a photographer. He stated, “I think it is like being a photographer, you have to catch a
moment you see; you don't create a moment. Instead, you recognize the moment and then you hit
the button to take the picture. Oftentimes, being leaders is similar.” Eddie continued to explain
that self-centered leaders who do not listen to others likely lose many good ideas for holistic
organizational growth. He described,
I have met people who are really smart, they feel like they are smarter than anybody else
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in the world; but, when they feel they are the smartest persons in the world, probably,
they are not listening to other people because they think they have better ideas. To me, I
don't think I'm dumb but I believe that my team, those people who report directly to me,
collectively can bring a lot to the table that I can never think of.
Eddie said he valued curiosity because his MFA background influenced how he received
feedbacks to improve his own artwork. He shared his experience with critiques and his reactions
to different opinions. He explained,
I found the best leaders have the natural inclination of being curious; they want to hear
what you think and use different ideas to inform their thinking. It doesn't mean that they
will take them all and use them all. I think that's a big part for me. Back in the graduate
school in painting, we did a lot of critique. There were 20 of us in the room, and they
were talking about my artwork or discussing my work.
The critique helped me not to be defensive about people see something that I made or
something that I did differently; so, I learned to accept different opinions back then; so
hearing different voices I typically don't feel attacked when people don't agree with me. I
think it is important for people to explain why they see what they see. I think there can be
constructive criticism, and usually constructive criticism is really telling you the ways
that you can strengthen your work.
Getting my MFA really helped me become better at receiving critique. Receiving critique
means receiving other people's ideas of something that you may not be involved in but I
have learned [that I] have the power to take what I want out of that critique and use it, or
flush it when I don't.
Cyndy’s experience as an artist helps her relate to youth’s art making processes in the
organization, which is important because their organizational programming focuses on visual arts
curriculum development. Matthew also argued that the administrative aspect of leading art
programs might not be something artists typically feel comfortable with, but he contended these
skill sets are essential for arts leaders because curriculum programs and organizational require
teamwork. He stated,
I don't think artists are traditionally good at the administration and finance side of life, but
that's kind of the stereotypical view of an artist. Like any artist today who wants to
seriously have art as part of their professional career, they have to do those things. If they
don't, they're not an artist. That's just the way it is.
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These art education leaders saw interconnections between art making and managing art
programs, suggesting that leaders’ mindsets of being administrators and artists must be cohesive.
Additionally, these arts leaders’ past and current art experiences influence how they approached
their everyday leadership practices. By examining these arts leaders’ interpretations of program
management, the researcher discovered a close, inseparable connection these leaders have drawn
between their educational backgrounds in the arts and their previous work experiences with
leadership roles. These arts leaders carried their arts experiences into their responsibilities of
management and leadership, trying to establish logical systems of leadership that speak to artistic
creation based on their personal, educational, and professional factors.

Similarity of Arts and Language Learning
Coming from both museum education and literacy backgrounds, Corinne shared her
observation that learning art is very much like learning languages. She analyzed how different
stages of learning a new language can be used for art learning as well.
Learning is always a process; it is always a process of experimentation whether it is
learning a language or learning art. There are different stages that we go through during
language learning where there's a silent stage that I'm afraid to say anything because I was
fearful of saying something wrong. Then, we start to speak, we start to be able to put
together words and phrases, we start to be able to communicate a bit and that's usually at
the beginning of the social level to make our needs visible. It takes a while to learn more
vocabulary and idioms, which have different meanings behind them.
For Corinne, learning words and phrases is similar to learning media and techniques in art
making. She explained her perceptions of advanced levels of language learning.
We start to learn academic vocabulary. It is about the ideas and how do I find the language
to express the intangible ideas in both verbal and writing form. How do I take in my ideas
not just through conversations but also through the written form? So, there is a certain
development of fluency that is part of the language learning process that it just takes time,
it takes effort, and it takes frustration and anxiety. This process is so personal.
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Corinne discussed her interpretations of both language and art learning from both functional and
emotional perspectives, and then she connected those two perspectives to the artistic process.
She argued,
So, the artistic process is, I think, in many ways, they are parallel. I said that the purpose is
also about communication; it is about learning the tools of the medium and practicing those
tools to be able to get to a place where you can begin to use those tools expressively to
make artistic choices, to communicate ideas, or simply to use those tools to explore a
question.
Both arts and languages can be used to expressively communicate ideas. Corinne believed
art is a tool for making aesthetic choices and expressively communicating ideas. Learning art is
also about crossing different stages of familiarity to use a particular medium to identify personal
voices. Corinne explained that language learning is a process each individual needs to encounter
and that this process requires a long period of time to enable each individual to travel from the
basic level of familiarity to high level of mastery.
Corinne believed this process of achieving fluency in language learning parallels art
learning. As an arts leader who came from a language and art background, Corinne integrated
both of her backgrounds into her leadership roles, which also responded to the previous section
of relating management to artistic creation.
Alice also described the assumption that “the arts is like any other language; everyone
learns it over time and you become more fluent over time.” These arts leaders aimed to develop
their audiences’ artistic skills to help them communicate ideas through art making and using art
as a medium instead of languages. Learning art became a journey for the populations who
entered arts organizations; these arts leaders hoped to establish others’ communicative and
expressive abilities in the arts by providing resources and guides within arts organizations.
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Emotional Aspect of Arts Leadership
As Corinne described these different stages of learning a new language, she pointed out
that the process of learning language and art is not only progressive but also connected to
personal feelings such as anxiety and frustration. Kaylee, as a Chief Program Officer, developed
her management and leadership experiences in art education in a number of different arts
organizations; she explained that taking the emotional aspect that occurs in the organization into
consideration reveals authenticity as a unique feature in art fields. She stated,
I would say one aspect of being a leader in the arts that is different from other areas is the
humanitarian aspect of what we are doing. It is more connected with feelings; it's not
always about right or wrong. It is about being understanding and authentic about what
happens in people’s lives and what frustration they are having. So, I think this aspect of
leading is something unique in the arts.
In contrast to definite judgments of being right or wrong, Kaylee valued emotional and
sentimental feelings of both the high school students they served in the organization and the staff
members who work under her. Kaylee believed each individual interacting with her organization
was authentically connected to each of their emotions and hoped to create satisfaction for them
because, as a leader, Kaylee felt she needed to be closely related to the people around her and
there was also a need to witness the growth of each individual.
Cyndy reflected on her experiences of making art and processing critiques as an artist.
Right now, we are in the stage of process in curriculum development, which is unclear and
confusing. We tried a couple things and we didn't like how [these solutions] turned out. I
think for art leaders, we can live with not knowing, we can live with an amount of
ambiguity, we are persistent. I think the creative process is very important, and curiosity
too. I spent years of my life in critique; I heard it all, I take it all, and I go forward. I am
sort of thin skinned, so I'm not really good with criticism. That is not fun, but it's part of the
creative process.
Cyndy believed the skills developed through her MFA training helped her feel comfortable with
unknown situations. Her ability to embrace ambiguity and to be curious helped Cyndy foster
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creative leadership as well as the growth of her staff members. Cyndy also discussed her
openness to both successes and failures.
I think I really care about ideas and I think having opportunities to talk about ideas is
important. There are always different approaches and philosophies. When I was running art
programs, we had a lot of meetings to share ideas and we would exchange successes or
failures.
For Cyndy, exchanging ideas is essential for understanding each individual’s thoughts,
which helped encourage her staff members to explore different ways of approaching their
program design. Similarly, for Matthew, conversations were the key for arts management; he felt
effective fluid communication started from developing personal interactions with others. He
greeted and chatted with the high school students who came into the art center with their peers
after school, and later he explained that good conversations foster safe, comfortable
environments for the youth to see the center as a place to express their creativity. Matthew stated,
Well, it's the art world. Art is about conversations! Anybody who comes down and says
this is how you're going to do something, they're a fool because art at its core is about
conversations between people, between one guy and himself, or one girl and herself. It's
about an action and reaction. And that's what arts learning is, it is an extension of that.
There have to be dialogues. There have to be interactions and conversations. There are not
right and wrong ways to do things and those things can lead to making art. But that's not a
way for me where I believe to develop and run programs.
The conversations revealed that Matthew values and is open to listening to and adapting to
dialogues merging from people around him. He also indicated conversations within oneself are
also something artists need to pay attention to. He continued that teaching includes technical
aspects; however, creating impact that connects to every individual’s life experience is the key
that keeps the internal motivation of learning alive. He said,
I feel like there's time and a place to be instructional; there's a time and a place to listen.
And at the end of the day as long as there's a kind of a balance... like yeah sure there's
instructional stuff that has to happen, especially when students pay for skill sets that they
want in a class. Put it this way, I can teach you how to screen print right now. I can show
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you the emulsion, the screens, the exposure units, the squeegees, the paints. And I could
show you how, exactly how you technically do that. But if I don't connect with you on
some sort of an internal level around why you want to do this, you're not going to do it
very long. You'll just give it up.
Karter also contended that arts leaders are different because of their high level of sensitivity and
care for people. He believes,
Artists’ sensitivity does make them different leaders because as artists…we care about
people. We put people at the top. People over profit, not profit over people. And that's a
difference between our world and the business world. We want people to have what they
need first. We have to figure out what people need first. The bottom line, and all the
numbers and all the money are second. So that's one thing that art leaders bring.
The arts leaders in this study valued the emotional responses of every individual involved
with the organization, no matter whether they contributed to the organization, such as staff
members, or they are K-12 students who come in and receive organizational services such as
programs and workshops. Arts leaders accept vulnerabilities and are willing to understand how
students and staff members can at times feel vulnerable during the learning process. Through
their leadership impact, they believed that building personal relationships is as important as
developing internal motivations for their audiences to continue to explore what they learn and
that those learning experiences will keep influencing their future decisions and pursuits.

Summary

This section, the relationship between arts and leadership, illustrated the following
important points of view that respond to one of the goals of this study: to discover how these arts
leaders’ arts backgrounds influenced their leadership practices. First, although each leader
selected in this study came from a different arts background, the discussion in this section reveals
that these leaders brought the respective insights from their personal arts experiences into their
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leadership practices.
No matter whether a leader was from a film, painting, or photography background, how
they practiced leadership and conceptualized leadership cannot be separated from their arts
experiences. The way that these leaders intentionally connected those two components
demonstrates that their practice of thinking in their professional careers as leaders has been
continuous; they did not separate their past arts experience from their present professional
practice. This understanding provides this chapter, as well as this study, a holistic standpoint
from which to examine arts leadership as a process of fluidity and organism.

Visions and Values of Arts Leaders

The vision and values of these arts leaders drove them to continue developing the art
education program in their respective organizations. This section discusses emerging themes
related to the visions and values from these arts leaders’ philosophies. These data present
prioritized views of not only everyday leadership practices, but also beliefs and approaches to
lead teams in arts organizations. Six categories will be addressed below: building internal
motivations for learning, promoting holistic development, creating supportive environments, and
the value of teamwork.

Building Internal Motivation for Learning

Arts leaders value authenticity. In the past 10 years Eddie has been the president and the
executive director of two arts organizations that focus on interdisciplinary education practice in
the arts, including music, dance, theater, and visual arts. He has discovered that, in terms of
being a leader, it is very important to understand the connection between leadership effectiveness
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and authenticity. He stated that arts leaders “can be more effective if they are authentically
connected to what they do; if they are removed away from it, for me, it doesn’t work. It is very
distant.” He used the “Eiffel Tower” as a metaphor to describe situations when leaders do not
connect their personal fulfillment to their leadership practice, so the power between leaders and
the rest of the organizational team is distant, and Eddie believed that the further that distance is,
the less effective the organization is.
Kaylee explained her organizational goal is to work with local public schools and try to
formulate diverse strategies that work for each individual school and school district to develop
more cohesive standpoints regarding the purpose of education. She said,
We try to develop strategies to inspire schools to change to better ways to educate their
children. For example, we hope education is something that will connect with students
internally, be culturally responsive to the needs of what's going on in the real world and
in real life…[we try to encourage schools to] create curricula that help students reflect on
who they are and give them the opportunity to have a voice so they can express
themselves. My vision is to be able to lead a team on a larger scale and make more
people aware of this.
For her, connecting students’ learning and personal growth is important. She believes it is key
for students to develop and express personal voices; this is also the stepping-stone for students to
learn how to connect an internal sense of oneself to the external world socially and culturally. As
the Chief Program Officer of a large-scale organization emphasizing educational programs, she
envisioned a bigger impact of her organization on the communities by developing a larger
number of schools who participated in their school programs.
Corinne interpreted internal motivation through different languages. She believes
students who are able to be confident and empowered are essential to art education and said her
role as the director of education is to ensure all groups involved are able to thrive and grow
through their education programming.

121
We treat students, artists, and teachers the same way. It is about giving each of them
permission to use the best of their ability to find their voices in their artwork, which gives
them a sense of ownership and agency because I believe that is what gives people a sense
of satisfaction in their work. It is beyond the money we are paid or any other external
enforcement. We need to build that internally.
Corinne stated that being an art educator often does not function for external enforcement, such
as salary or reputations; instead, art educators are valued if the impact of art education can reach
out to people’s lives and help create others’ achievement. Corinne believed a sense of ownership
and agency were critical to building internally not only for students but also for leaders and staff.
Her vision as a leader was to treat each individual with respect and faith, hoping to
provide all stakeholders with opportunities to discover personal voices in their work no matter
whether they were K-12 students, teachers, or teaching artists. Her holistic values promoted
individual growth at different levels; for her, the growth of her staff members and the teaching
artists they hired was equally important to the growth of the students they serve. Matthew offered
an extensive perspective for why internal motivation is crucial for his education program. He
explained,
You need some sort of connection. You need some sort of intrinsic connection to what
I'm teaching you. If I teach you an intrinsic connection to that topic, you're going to leave
with a desire to want to do more. Adaptive. Consistently adaptive inside out.
Matthew continued to explain the reason he considered internal motivation critical for learning.
He learned this lesson from his personal educational pursuit and he has been applying this
principle to his leadership practice as well. He explained,
I went to high school and elementary school in Canada. I did a year of university there
and did horribly. I didn't know what I wanted to go into, so I went into political science
which is horrible. And it probably was because I wasn't ready for that. And so, what I was
really into was making art and music. So, after a year of university, I dropped out and I
made music for about 3-4 years. Then, I decided that I really wanted to get a degree. I
understood at that point, that having something you really love doing, like creating,
making stuff, was actually a career option.
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I really wanted to do like a liberal arts kind of education where I studied communication
and Media Studies. And then I had a minor that I did in studio art. And I made myself a
promise when I started. I wasn't going to take any course or any program that I absolutely
didn't love or want to be in. From the skill sets I learned there, I was hired as a video
editor. Which made me want to do more and learn more and grow more.
Over the years, Matthew noticed the importance of encouraging the youth to stay motivated for
learning and to create an environment for them to be curious about and satisfied with what they
learn. He believes that educators and leaders must constantly adapt to the audiences they serve
beyond the art world.
Building internal motivation was an important part of these arts leaders’ visions, and their
leadership practices were created with a goal to authentically connect to others’ lives as their
professional pursuits. These arts leaders valued the long-term impact of art education; therefore,
creating internal motivation was essential, as these art leaders believed the development of
internal motivation can allow individuals to continue growth beyond their interactions with arts
organizations.

Promoting Holistic Development

The authentic internal connection that arts leaders have built for their leadership practice
in art education developed their vision of promoting holistic growth instead of only focusing on
the arts. Corinne highlighted creativity and articulation,
As far as I'm concerned, the most important thing I can do is making it possible for
students to grow and have experiences that help them become more creative, articulate
human beings. It is true at every level, whether you are a kindergarten student in Queens
in New York or you are a graduate student from Taiwan.
Corinne continued to explain the impact of her language background on art education practice
and the possibilities of interdisciplinary connections she has discovered. She explained,
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I came to the arts through languages, literature, and writing, so it just brought all the
pieces together, and so, for the last 10 years, it's been my primary focus to integrate these
components together. Therefore, what we do is interdisciplinary. And, we just found that
working interdisciplinarily is open to other perspectives, and those other perspectives are
always something to learn from. I think this world is interdisciplinary; it is a necessary
thing that we need to be able to learn from each other.
Corinne believes that the interdisciplinary focus is not only beneficial for training the staff,
working with teaching artists, and teaching K-12 students, but it is also important to foster
student learning and to promote multiple skill sets, such as self-recognition, creativity, language
functions, and personal growth across subject areas.
Eddie also shared that the core of his organization is not necessarily to create outstanding
young professionals, although they did develop a number of excellent artists in the past. The
organization has been focusing on developing the most effective ways to promote students’
holistic growth in communication, critical thinking, problem solving, and self-confidence. He
stated,
If you look at first, some of the children don't possess extraordinary talent. They might
never become professional dancers, artists, or musicians, but [our organization wants to
help them] grow and become better communicators and come out of their shells and give
them confidence to express themselves. I would say that if you are really teaching them
about process and creation, this process is attached to critical thinking and becoming a
sophisticated thinker, a creative person, a creative thinker, and a creative problem solver.
As the executive director and president of an arts organization for 10 years, Eddie has found the
most valuable aspect of his job is to create a supportive environment for youth to grow and
develop confidence in their capabilities. Jaden, the director of education, has been working with
Eddie for several years, and they have developed outstanding teamwork to support educational
programming. Both of them have MFA backgrounds and discovered similarities in leadership
based on their perspectives of fine arts. For example, they both recognize art as a powerful tool
to help develop successful thinkers. Jaden explained,
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I can see most of our kids are going to have different types of jobs, so they will not
necessarily be painting, drawing, or dancing in professional venues. Therefore, I promote
not from the perspective of how can arts prepare kids to succeed; instead, I am more
interested to help kids become a better leader and thinker through art.
Arts leaders are flexibly mindful of how art can be integrated with other disciplines and
used as a vehicle to develop growth holistically. Dayna also expressed the similar thoughts,
But they don't go into art. They go into Biology, they go into sciences. And that's fine.
That's good. We have no problem with that. If somebody comes through an art program to
solidify what they want to do next in their life, then we've done our part. That's great. If
somebody goes into art to become a great artist. That's great too but... I'm not so much
driven by outcome in that way. [If someone asked me do] I really want to have students go
on and become super successful artists… not so much.
Although arts organizations are dedicated to providing learning opportunities in and through the
arts, arts leaders are also aware of the multifaceted and interdisciplinary capacities of art to
promote holistic growth for the youth.
This section, promoting holistic development, reveals these arts leaders considered art as
an open-ended, interdisciplinary medium that can effectively build a continuous impact on
individual’s holistic growth. Although these arts leaders worked for art educational settings, they
did not limit their leadership influence within art-related fields but hoped to use arts and
leadership to foster holistic development beyond disciplines of the arts.

Creating Supportive Environments

This section illustrates how these arts leaders are highly aware of institutional culture as a
space for all team members to work together. Eddie considered himself as an ultimate support for
his staff members and was dedicated to developing a supportive space for everyone to thrive. He
stated,
I didn't build everything alone because it is built from collective effort. My main
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contribution was to create a space hopefully for them to be able to thrive. I see myself as
an ultimate support staff because what I need to do is to bring things to the table that
allow my folks to execute our vision. How do I create a space in which they can thrive? If
you feel like you've got to be the smartest people in the world, leadership is a wrong
place for you.
Eddie continued to explain his experience of taking a new position as president of Arts After
Schools. He was aware of the possible uncertainties his staff may have had when encountering a
new president. He carefully dealt with the new dynamics of interactions between him, as a new
executive director, and the rest of the organizational staff since he joined the organization and
worked on creating a safe and supportive environment to help the organizational staff believe
that each of them is valuable to this organization and he envisioned developing strong teamwork
to fulfill the organizational vision. He said,
I want the existing staff to be comfortable around me because there could be anxiety
around when a president of their organization is changed. Having someone new that they
are reporting to, my goal is really to reduce anxiety and do my best for them to get to
know me and know who I am, my values, what's important to me, and also for them to
get the fact that I feel they are very valuable for this institution. I'm interested in their
ideas, thoughts, and concerns. I try to make it very clear as quick as possible that we are
the same team, and I'm with them; my priority is to advance our mission of the
organization.
Cyndy expressed passion for her role as director of education because this role
involved more opportunities to interact with individuals within the educational activities.
My title is Director of Education; the only place to go for me is Executive Director. I'm
not so interested in that. I'm much more interested in our programs and research
development. I get to work closely with staff, teachers, and artists. If I were the executive
director, I will be spending lots of time to do fund raising. I could do that but it's not
where my heart lies, and so I'm very happy to be in this position.
Cyndy valued the close connections to her teaching artists and students, so she has spent a great
amount of time involving herself in the studio classrooms to closely witness students’ and
teaching staff’s growth and figure out better ways to continue advancing their educational
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programming.
Justin is the founder of Station for the Future; he also teaches studio classes within the
organization. He developed a sense of empathy from his experiences during earlier schooling
that was not supportive of the arts. Therefore, he has dedicated himself to understanding the
different needs of his stakeholders and youth participants. He firmly believes that each student
has unique ways of learning and growing. He stated,
We go into different neighborhoods to discover if there is potential to build art education
there. [I really think if] we give ourselves enough time at the beginning of each stage of
learning to find out who we are and what we want, this might be the critical step to create
learning.
This concept also influences what arts education is about for my leadership role. I saw all
kinds of ways in which the kids learned very differently at different levels. Those who
were the most resistant to formalized schools, they tend to be my best artists. I think there
was a bit of wondering growing up like... "What am I going to do with that?" But, when it
came to the arts, studio arts particularly, I thought well, I could work things out this way.
For students who do not have a clear vision for their future, Justin values the arts as a method to
help students discover personal values as well as potential learning areas at the college level.
Justin’s studio space is interdisciplinary, including visual arts, music, film, and performance, and
he considered these disciplines as effective for students to not only explore their talents but also
develop their intellectual capabilities. Justin also valued individual connections with students
who came to his organization to learn art; he was willing to be available for these young learners
and provide them support when there was a need for both emotional support and an educational
learning environment. He explained,
We will just stay working in that neighborhood, we will stay involved with that
neighborhood. Especially if we're connected with a group of kids. It's been very
important to assure them that we'll stay. Stay there in support of their work. Because
those six graders, I said to them, "I'll be here until you're done with high school. I will
stay here.” I felt like it is the way in which I wanted to approach the school.
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I don't want to evaluate everything that you're working on. I just want to show you that
there are many ways you might approach an answer, whatever the question you have.
Like, how do you get from here to there. And a million other things in between.
Throughout the interview, Justin explained that learning can take place in many different ways
and forms. He hoped to use his knowledge, skills, and resources to help young people explore
their personal talents, discover personal interests, and establish passion for their next steps for
both schooling and careers.
Cyndy also shared similar thoughts in terms of using the organizational education
program to encourage young individuals to discover future interests at the college. At Cyndy’s
organization, Inspirational Youth, the education team also developed a series of events and
mentoring sessions to help both students and parents learn about possible college tracks. She
stated,
Our program is designed for students who don't have as many opportunities as others to
take art classes; it is really geared towards on the underserved students or students who
are not offered art classes. Students come here after school on weekdays and during the
weekend. It's very much by choice. We hope to help inspire youth in Chicago and help
them think about their own futures. So, a lot of college and career planning events and
sessions we have here are designed to help youth discover what their possible future
tracks can be.
Alice explained that her inspiration for entering art education came from her high school
experiences with an on-campus museum. She said,
I had a very interesting high school experience of art. I attended a boarding school in
Massachusetts that has a museum is the school so that I took a course called visual
thinking. When I was a senior, I took a studio course. People look at our work and we
were getting to know the curators, people who worked in the museum, and the collection;
that's very unique. There are not many high schools that has this course and a museum in
a school.
She continued to explain this experience began to develop her interest in visual arts and her
college experiences in the arts continued to build her interest to pursue professional career in art
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education. She continued to describe,
Basically, that was the beginning of my interest in visual arts, and I went to college. They
also had a museum on the campus. I was an art history major, and I took a seminar about
museum education, and it introduced us to many museums. I also studied abroad and
learned in a museum setting in France. I graduated from undergraduate school and
worked in a department of education at a museum in New York. I fell in love with
education and working with people, with the general public not art historians; then, I
knew I wanted to pursue museum education for my career. After that, I decided to pursue
my graduate degree in education, and I fell in love with teaching in general and became a
teacher for 10- and 11-year olds. I integrated a great deal of art into my teaching.
These arts leaders showed genuine care about developing art education programs for
the younger generation to be able to see art organizations as places to embrace learning
opportunities and discover future potentials. As art making or art experience is something really
close to these arts leaders’ life experiences, they create close relationships with the students and
community members to provide positive, supportive learning environments that allow learning to
occur and continue.

Value of Teamwork

This section discusses how arts leaders presented their openness for teamwork, in that
they value group interactions and consider teamwork as an important component for high quality
performance in arts organizations.
Jaden is the director of education at Modeling SCARF. SCARF is a theory model that
was developed to represent the way people interact socially. The SCARF model has five
domains for discussing social experience: status, certainty, autonomy, relatedness, and fairness.
Jaden explained how this social interaction model helped him reflect on not only his leadership
behaviors but also on his interaction with his team in the Department of Education. He stated,
In terms of my own philosophy, I'm the people-first manager, facilitator, or director; my
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team and I also work in partnerships with each other, so there's never one person working
on a project. There are always two people, so there is a lot of team support because I find
the best ideas come from collaborative problem solving.
Jaden believes that teamwork creates a better quality of performance and promotes problem
solving collaboratively. Jaden explained that he heavily focuses on teamwork so professional
knowledge will not disappear when one or more colleagues leave the organization. Therefore, he
always made sure that he assigned multiple people to work on each project, allowing
collaboration to happen to enrich the project and assure the agency of knowledge does not go
away when staff members leave the organization.
Dayna also responded to the importance of teamwork by indicating that although the
Department of Education has multiple programs, they all share the same overarching goal. She
spends time with each individual in the department with the hope of achieving a balance between
individual fulfillment and the organization’s shared vision. Dayna explained,
My staff here do their jobs very well. As the director of education, I oversee everything
but I want to spend some time to get to know people here in terms of what they could do
and what strengths they have to offer. One of my biggest dreams that I really want to do
is to make sure that all the staff works closely together because we have a lot of programs
here. I want to make sure how goals come together to serve our students; that's something
very important to me, so the opportunity for teamwork helps as we move forward
together with our shared vision.
Dayna revealed her personality, which is approachable and thoughtful, throughout the interview.
She was very interested in knowing people and their expertise and then using her understanding
to develop supportive environments to foster teamwork in the department. Justin also valued the
fact that all stakeholders have been able to work together within the space he created since the
1990s. Justin refused to put his name and his title, as the founder of the organization, on the
website because he did not want to be viewed as a leadership or administrative figure. He valued
the actual interactions and contributions he made to the communities. He said,
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In the middle of the 90s the Station for the Future was sitting in the back of the yards, as
a space and as a project. We would go on, up until today with all kinds of projects, with
all kinds of groups and spaces. I've worked with so many different people.
The Station for the Future is really a collection of people, on different fronts. It's mainly
me, but it includes all the young people, and the artists, teachers, poets, filmmakers, and
whoever else that tends to join in on our various projects. So that was my expectation,
that this organization would be fluid, that it would be always changing.
Me coming in there, I figured… The first thing I'm not going to do is tell them what to
do, or introduce myself as some kind of official. And that, in some ways, has been my
leadership style. Trying to facilitate how everyone works together. Looking at positive
ways to create intelligent, elegant, smart, beautiful projects that are the composite...
everybody involved. Not my projects.
Justin defined himself as a facilitator who brings everyone together in the organization. Justin
also used his networks and brought in several professionals in art-related fields to enrich the
dynamics and teamwork of his organization.

Summary
Based on the discussion regarding these arts leaders’ visions and values, the findings
revealed that although arts and leadership have a close relationship for these leaders, they did not
limit their impact only in the field of the arts. They ambitiously provided resources, curricula,
and support in art learning to foster learning as a whole or to develop others’ interests in learning
so this interest could lead to future pursuits. These organizational arts leaders envisioned a longlasting impact through building each individual’s holistic growth, which crossed the boundaries
of disciplines.
Additionally, this vision of developing long-lasting impact led to their values of art
education in the organizational settings. In contrast to aims and goals school systems need to
follow, arts organizations are positioned differently without as many requirements from external
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forces, such as state goals for art as a school subject. With this flexibility, these arts leaders could
develop their organizations’ visions across disciplinary boundaries and in a context with options
to complement the aims and goals required in school systems or to offer different types of art
education for their respective communities.

Individual and Collective Transformation

In the following section, transformation will be discussed to describe how these arts
leaders transform learning and growth from both individual and collective perspectives and
discuss how these arts leaders consider their stakeholders’ holistic growth not only during the
time spent in arts organizations but also through the continuous impact after leaving the
organizations. Additionally, these arts leaders were determined to amplify transformation for
individuals, their own organization, and multiple other organizations. These arts leaders aimed to
provide pathways to allow each individual to discover space to explore personal interests,
develop skills, and inspire future pursuits; they also hoped to facilitate methods to
transform/construct how multiple arts organizations could work together for mutual growth.

Individual Transformation

Eddie valued his MFA background and believed that his MFA helped him become a
better leader. Eddie stated that the most satisfying thing in his career was to witness how young
individuals discover their talents in the arts and have a supportive environment to thrive and
become young professionals. He stated,
Often, students here are dealing with all types of work and they are learning to work with
others and learn to adapt and collaborate with others. Those are things that I see that
apply to all of disciplines and those learning opportunities of creating different art forms
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have taken our children to go to a whole other level. You might see a boy or girl become
a young professional getting paid to play a role or do a part in a performance.
Eddie mentioned that, as the president of Arts After Schools, he does not expect all students who
attended art classes here to become professional artists in the future. Instead he has been trying
his best to develop strong programs to provide art learning opportunities for local students in
New York City. However, those students who could advance and thrive in their particular
disciplines became young professional artists and started to extend their art learning to a
professional level. For Eddie, this is one of the most satisfying components of his position.
Similarly, Justin found that discovering how young people learn is the most interesting
part of his work as an art educator. He explained that schooling should allow individuals to
explore the best ways of learning, and he emphasized that he is willing to provide support to
encourage learning to take place. This is the reason Justin has been bringing together many
artists and educators from different art-based disciplines while trying to meet the diverse needs
of students who come to his organization. He explained,
But maybe the only part of the school that I find really important, is how young people
learn. What they have access to, how do they find a dream that they can have for
themselves, and then go after it. You need to put somebody of support, or resource in
their ways.
Justin said it is important for him to expand young people’s access to learning art and believes
that through this learning process they can discover important things they want to pursue in their
life and future. Similarly, Matthew felt the most satisfied and motivated when finding out that
high school students who come to Crossing Bridges after school receive scholarships to go to
college in art fields. He said that if Crossing Bridges can be a place to inspire and encourage the
youth to develop and continue their talents, this can motivate him to keep working for a long
time. Mathew said,
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You design a program for teens and you see one of them get a scholarship and go to
school. It's like, wow that's awesome. The guy makes great art. He learned so much. He
grew as a person. And we’re all sad to see him go, but he got a scholarship, and that's
amazing. That makes you want to do more.
Matthew shared many examples of students’ projects and their impact on students. Through
these art-making projects, students can challenge their perceptions and stereotypes. Matthew
explained,
For example, they put together a fence or they curate an exhibition or they do
community campaigns or something like that which are like art projects but they're not
artists. And to them, they kind of came into this environment thinking art is a piece on a
wall in the museum. And now they learn that art can be a lot of things. It can be things
that they define that haven't even been talked about yet.
Before the interview started, Matthew came out to the lobby to introduce himself. At the same
time, some high school students arrived at the Brainstorming Activity Room on the first floor.
Matthew began to chat with them, asked about their school lives, and caught up with the
previous art projects they made at the center. He showed a great level of interest in learning
about the people who visit and hoped to make this art center a comfort zone. He said,
I think part of the reason why, like for example those teens I was talking to you about
outside before, they're here a lot and a lot of their friends are here a lot, like almost
every day they just come here. So, they just hang out. They hang out. Or they come here
every day and they come in one of our studios and they set up a portrait setup and they
do photography portraits of their friends. And they just want to do art projects all the
time. They're not going into art. I mean they're not going into art in the traditional sense
of the word.
I've had students who come here to do art projects and programs who are math and
science students. They come here to do art stuff because frankly they're smart, they
realize life gets richer when you have a wide range of experiences and that's why they
do it. They might have started because their parents are like, "You should go do this to
add to your college application." Maybe, I don't know.
As the director of education, Matthew hoped to provide a space that invites students to create art
experiences; this goal, however, does not involve helping students become more interested in
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entering college in art related fields. Instead Matthew and his team believed that Crossing
Bridges should be a place that embraces every students’ presence and welcomes their talent and
creativity. Ultimately, the leadership team envisioned Crossing Bridges as a place where students
can recognize the efforts and contributions to themselves, their communities, and the world. He
described,
What they're engaged with is the idea of the process of potentially helping to redefine
something and find something both for themselves and for the world. Like they're in a
conversation about what art means. They can actually contribute to that. And when they
do things, like community projects. They come here and they do that and they have an
amazing time. They're great. They make cool stuff, they make an impact on our
community and the people around here.
He identified openness and the possibilities to make art that did not exist before to encourage
young students to explore ways to define what art is and what art can be. He contended that his
learning environment respects and embraces different voices and values every individuals’
contribution, believing that this can be powerful transformational process because art learning
becomes a vehicle that allows each individual to think, evaluate, and transform the value of art
with oneself and others. Matthew described that the way he hopes art learning will happen is to
create opportunities that allow people to value their uniqueness and abilities to influence others
and communities. He stated,
They are excited by just being around knowing that they can do stuff that nobody else
has done. That they can contribute in ways that nobody else has. They come from the
south side of Chicago, which has traditionally been underrepresented in the larger art
world. So, they have a valuable perspective. That's needed. They're super smart, helpful,
supportive kids. So, they're sort of partners for us. That goes back to just being able for
us to learn from them. It's what keeps me on my toes.
Matthew pointed out that many arts leaders are open to voices and possibilities, which he
believes is a common trait. In addition, they are curious about what every single person can bring
to the table and contribute to the teamwork. He believes this understanding, developed through
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accepting different voices, has helped leaders learn how to serve local populations better; it has
also helped them reflect on their leadership development and their strategic planning. In other
words, being involved in transforming young people’s art learning experiences became critical to
helping arts leaders stay motivated because they can see the continuous growth of the K-12
students.
Justin discussed the way he tried to identify students as artists or producers because he
felt surprised and encouraged to be referred to as someone who could be influential when he was
young. Therefore, he wanted to develop this confidence and identity, which in turn develops
young artists’ courage to trust their capacities. Justin explained,
When you have young people, or people working in a studio space, and I bring friends
[who are also artists] in, they know how important it is to look at those young people and
refer them as producers. An artist comes in, an adult comes in, and whatever the young
person is doing, if you go to them and call them a producer... Well, all those kids that I've
called producer... I think, you could feel that energy coming from them when it was
something that they really needed to hear. They may have been completely blindsided by
it, like, "What? Adults don't tend to refer to me that way... Or I don't have this feeling
about myself..." It can be impactful. I think in many ways it happened to me when I was a
kid, and having that art teacher, who would refer to me as that kind of producer. It is
important to trust yourself, trust your instincts, and the value what you do. Don't let
anyone talk you out of it.
Justin remembered how encouraged he felt when he was young when others had faith in his
abilities, so he uses his resources now – including studio space, supplies, materials, equipment,
and different artists – to help young artists learn their potential and trust their own abilities to
create positive impact for their future. He explained why people in their early schooling, such as
in middle schools or high schools, need such encouragement to build confidence in their own
abilities. He described,
The young kids need to have those things that they have a success rate in. They need to
see themselves through something really worthwhile. They need feedback from people.
And to be reassured. All those things that we all want to see. And I think we all need
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that at points in our lives. It just sort of helps us move forward until we can do that for
ourselves. And that's been part of it too. That's been sort of the campaign. It's been about
really using the kind of projects, or small programs, to think about really helping the
young people stand on their feet and feel powerful.
Justin also discussed that this process of helping young individuals does not happen quickly. It
takes time to see the impact on young people; however, Justin has a vision that the seeds he has
planted will ultimately grow and mature. Justin is not only the founder of Station for the Future,
he is also an art education professor at a university. He stated that his philosophy of transforming
young people’s learning also applies to college students as well and he hopes to develop preservice teachers’ vision to help their future students to be able to discover something that is
worthwhile pursuing in a long run. He said,
I hope that it was a situation that got people to think about their own abilities. And
sometimes that doesn't happen right away. I am really bringing all this experience and
ideas and these strategies together. That comes with a bit of a vision, and a bit of
experience.
I've gotten words from teachers who have been teaching for a while and say, "Now I see
what you were getting at." A few people coming to me saying that, "It does make
sense." And for me I thought, "Well, maybe I have to approach them differently early
on because without those experiences, it may not help them." So, for a lot of people that
I've had as students here, even at the university I am teaching, where they've been
involved with Station for the Future... I hope that they think that I'm open, and flexible
and empathetic because I wouldn't want to put the young people in a bad situation. And
I wouldn't want to prepare the teachers in a way that they couldn't use those tools
because it doesn't make sense.
Eddie also explained that being able to witness different kinds of the arts are being
Produced is rewarding. He considered his position as a president meaningful because his
organization can provide resources and environments for artistic creation to take place. He
explained,
I have a MFA in painting, so I have been practicing art for so many years and love the
creating process. I love making art. I love seeing art being produced. This put me in a
position where it's at my fingertips. I love being around here to see something magical. I
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enjoy being a part of the creating process. I enjoy being in this space that allows me to
watch and hear young people discovering their creative voices. It is very rewarding.

Each arts leader revealed different aspects of their visions and responsibilities in their arts
organizations; however, those aspects share commonalities that art education, for them, is an
agency to foster personal transformation and create both short-term and long-term impacts in
people’s lives.

Collective Transformation: The Example of Garden Museum

Many arts leaders are open to learning from all stakeholders, and this open point of view
leads to partnership possibilities for collective transformation. The following section illustrates a
multiple arts organizations collaborative project called Arts Plus 2000 that Melvin and other
organizational directors formed five years to promote transformation through collaborative art
education projects. Melvin is currently the senior director of education at Garden Museum. He
started the conversation about collaboration development by explaining the existing partnership
among his museum and local schools. He said,
I'll talk a little bit about Garden Museum. We have been doing K-12 programming for
15 years before I got here, so it’s really 20 years that we have been doing this K-12
programming. Over those years we have built relationships with schools, although I
would say that at least I feel like the relationship is more between the museum and some
particular teachers or particular classrooms... not necessarily with the whole school.
Based on his observations over the years, Melvin felt that Garden Museum has built strong
connections with some specific teachers and classrooms. The educational programming has
maintained those connections and has also continued to develop more collaborative partnerships.
However, Melvin indicated that the educational programming involves a larger vision that
connects to the expanded number of local K-12 schools. He explained,
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It feels like a part of the invention with this programming is to build deeper
relationships with entire school communities, so it's not contingent on one person. We
want to explore how we develop our research to transform the environment in our
communities. We have a long history of doing this work as an institution, so for us, this
is very natural to commit to this new goal about how we do this together as a
collaborative project.
Garden Museum has been dedicated to serving K-12 schools in the communities around
Chicago. The administrative team of the museum has been aware that there were schools that are
underrepresented or functioning without a satisfactory amount of art teaching and art learning
resources, and the museum programming has focused on providing resources for those local
schools to enrich their art education.
Additionally, Garden Museum is affiliated with Lakeview University, which started to
claim the arts as important methods to enhance university development in the early 2000s. This
growth was driven by a university study that focused on experiencing the arts as a fundamental
part of knowing human interactions. The university’s commitment to growing the arts
manifested in the recent introduction of several new arts- and culture-based departments,
facilities, and initiatives and better integration of art education programs offered by existing and
new campus organizations. It is important to note that the arts were positioned as an essential
component of meaningful dialogues across the university and surrounding communities.
Lakeview University provides an environment that supports art education and
collaboration among multiple entities. Melvin believes that “this larger university initiative is
designed to expressly build relationships between the university and communities to actively
cultivate those relationships that help provide a space for us to operate.”
Because of the university initiative, developing community-based transformation in art
education became a task with strong support, which in turn helped the leadership team of the
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museum “activate this objective and build values around the collaborative things that we are
doing. This programming is another way for us to count those resources and programs and bring
them together.” Melvin continued to explain approaches they would like to use to transform local
schools’ art education practice. He said,
We have been gathering groups of art teachers on campus to attend workshops. Those
teachers already get a sense of what we are thinking and they have been thinking this
approach is great. However, it would be really helpful and more efficient if we could do
the same kind of meeting for our local K-12 school administrators, so they can
understand the value of the arts, which would allow us to freely push the concept in
their schools.
Melvin identified challenges they encountered: the significance of providing workshops,
resources, and networks for local art teachers to work together and enhance their own classroom
practice. However, he believed this vision would be fulfilled at another level if school
administrators became aware of the impact of the arts in the schools and communities. He
continued,
Therefore, we want to identify the critical stakeholders for each school so that we can
engage and talk to them to see what we need to do to define the value of things to them.
So, it is a matter of building the advocacy and constantly working with teachers, so they
can foster the value of the arts in schools. It is also very critical to think about how this
collaborative project is able to open opportunities and provide a pathway for more
teachers and administrators to understand the value of the arts better.
Melvin felt fortunate that the university has supported the arts and claimed art as
a holistic goal to be implemented across disciplines and departments. Since Garden Museum is
an art museum and education has been increasingly important as the museum’s major
development, Melvin believes that discovering pathways to amplify the impact of art education
in the communities with the university’s support and resource is something visionary. He
explained the core values they want to build with the local schools:
For the schools which already have art teachers, we want to unlock resources for
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additional art educators. For those schools which don’t have art teachers, we don’t want
to outsource art educators and make them feel there is no need to hire art teachers in
their schools because we [art organizations] can just step in, we feel this is detrimental.
Instead, we want to raise the awareness of the value of the arts.
We have debated whether we want to work with schools who have art teachers, which
already have the commitment to the arts as an indicator; then it opened up that question
that could we create a pathway for those schools who don’t have art teachers, or art
resources historically, to participate more in the arts so their perception of art education
can be changed. So, this is kind of the question that we are trying to think through.
Some of the schools in the local communities of Garden Museum support art as a discipline, but
others do not. Melvin explained that his collaborative team across multiple arts organizations
hoped to transform all stakeholders’ perceptions and values about the arts in schools and were
willing to provide resources for them to advocate for the arts. The last thing the museum
leadership team wants to do is replace arts teachers at schools; instead the museum aims to
provide individualized support to help each of the schools enhance its development of the arts.
Millie is also a member of the Arts Plus 2000 collaborative leadership team; she shared
her experiences regarding how this collaborative project not only influenced how the participants
– such as school arts teachers, teaching artists, and local high school students – work together but
also shaped how Arts Plus 2000 leadership team works together. Millie stated,
This collaboration model influences the way our program staff works together –
challenging traditional organizational structures to adopt innovative ways of working
together. By building this model across organizations, we create a space where
curiosity, risk-taking, revision and reflection is not only valued, it is encouraged and
supported by the institutions we each represent on a daily basis. There is also a beautiful
correlation to how we are working as administrators and what we are asking of each
participating member.
Karter, as a director of education from another participating organization for Arts Plus 2000,
indicated that the most exciting thing about the transformative process was to see how creativity
could travel through a supportive collaborative environment. He explained,
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I often see the most creative teachers, artists and young people stunted by the demands
of traditional learning environments. The testing, the need to balance between product
and evaluation, huge classes, and lack of creative support can make it difficult to create
spaces that nurture creative exchange and development.
Karter also noted that Arts Plus 2000 offers “a space that interrupted traditional ideas about the
expected role of student/teacher/artist” and develops an “intergenerational learning space where
the community of learners collectively engage in the examination and development of art.”
It is important for art education leaders to conceptualize needs, blind spots, and visions
holistically. This example illustrates the leaders’ sensitivity and observation were critical factors
that allowed changes to happen. The leadership team of Arts Plus 2000 paid attention to the
structures of schooling that might discourage students from developing new ideas, so they tried
to create an equal learning environment to invite those high school participants to contribute their
insight and develop confidence through art learning. These changes included increasing the
number of participants; in Arts Plus 2000’s case, the collaboration included high school students,
high school teachers, and teaching artists. The interaction among these three groups of
participants through Arts Plus 2000 has created different ways to interpret, challenge, and make
art.
Millie also mentioned that the leadership team has been trying to build a space not only
for collaboration to happen but also to allow all participants to have opportunities to challenge
existing labels that might separate a team or reinforce stereotypes. She said,
The creative process unfolds differently in every individual, regardless of race, age,
gender, class and the many other labels we carry – in this case, artist, teacher, and
student. This project allows space to cross borders and build bridges between that which
often separates us. We see this manifest in the final projects and the relationships that
are built between participants.
Melvin also envisioned long-term development for maintaining and creating better
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collaboration among arts organizations and communities. He believed Lake University could
potentially develop a course or a series of programs that invite different stakeholders – including
university students, staff, and faculty members, local arts teachers, school administrators,
teaching artists, and art educators in local organizations – to join the collaborative teaching,
research, and administrative projects to develop collective and cohesive art education
communities. He describes,
We [leaders and directors at those participating arts organizations] thought, as we go
down the road for this collaborative project, in terms of how we design the process of
engagement. Maybe a course in the university where the organization representatives or
representatives from school communities, or perhaps graduate students who are
interested in education, all come together for the course to learn how this process works.
We could all investigate possible ways to do things; we are highly sensitive about
barriers that exist between the organizations and schools, and we are trying to think
about how we can remove those barriers so there will be easier collaborations.
Melvin revealed his passion and ambition for being a collaborative leader. As one of the
key group members who initiated Arts Plus 2000, Melvin also modeled for other leaders within
the group by proposing innovative plans, brainstorming creative practices, and creating
collaborative structures for this project.

Summary

This section demonstrated that these arts leaders envisioned the impact of art education
as continuously helping individuals and developing opportunities for students’ current education
and for their future. They took others’ growth seriously. These arts leaders’ behaviors were
developed and practiced with a purpose to enter others’ lives as a mentor, a guide, or even a
motivation for continuous learning.
This section also presents that although these arts leaders emphasized individuals’ holistic
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development beyond art as a discipline, as discussed in the previous section of the visions and
values of arts leaders, these leaders tried to transform life experiences by examining the learning
environment that surrounds a person and by investigating multiple ways that could enhance
learning that occurs within a particular environment. These arts leaders entered others’ lives with
a goal of bringing others’ life journeys positively to another level, which can be inspiring to keep
others’ growth continuously beyond the present time.
The collective transformation example of Garden Museum discussed how leaders of Arts
Plus 2000 crossed the boundaries of everyday responsibility of their own leadership roles to
collectively collaborate with others who shared similar leadership roles in different
organizations. This group of leaders balanced their original responsibilities in each of their
organization and also managed to create collaborative efforts that effectively combined similar
leadership responsibilities as common ground for a broader vision. These arts leaders envisioned
a larger impact beyond the personal level, which was to create venues to transform collective
growth within organizations, local K-12 schools, and communities.

Leadership Styles in Arts Organizations
These arts leaders’ philosophies influenced their leadership styles. The following
four sections present the leadership styles of these arts leaders: the importance of adaptability,
listening, systemic communication, and facilitation.

Importance of Adaptability
Kaylee studied management in college and explained that this educational training
helped her conceptualize her leadership style when she first became a manager. Currently,
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Kaylee serves as the chief program officer for Defining Excellence and oversees the educational
programming that includes several different departments. She shared that her leadership style is
constantly changing based on the people with whom she works:
It's my opinion that your management and leadership style changes depending on who
you are leading. If you only do one approach, it is not going to work for diverse ranges
of persons. You need to come in and figure out the best way to communicate. You are
constantly shifting coaching style to be the most effective, persuasive educator you can
be depending on what your objectives and goals are; so, it is this multifaceted approach
to ways of doing things.
During the interview focused on being an effective leader, Kaylee discussed her role as an
educator. She indicated that trying to figure out better ways to work with her colleagues (such as
program managers, curriculum developers, teaching artists, or K-12 teachers) is very similar to
defining better ways to develop programs for high school students because each colleague and
student has various needs the organization is trying to meet and fulfill.
For Kaylee, being adaptable is a critical to being a leader and educator because “people
are complex, and it can be a whole different story when you move to a different institution. So,
there are a lot of factors from people to institutions to consider. Hopefully you are able to read
the situation well to get your points across.” Kaylee explained that developing a high level of
flexibility is very important, yet it takes time for each manager or leader to learn how to read
different individuals, situations, and institutions. Additionally, individual needs, situational
concerns, and institutional visions might intersect in different ways and in different combinations
to challenge leaders’ adaptability.
Matthew discussed the idea of being consistently adaptable and said it requires
leaders to embrace learning as a continuous assignment. However, Matthew explained that being
adaptive is as important as being consistent. Although, in his words, those two traits might sound
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opposite, they actually complement each other when it comes to serving leadership roles. He
explained,
I'm always learning. I think that's really important. There's no way anyone can expect to
know everything, that's just not going to happen. I think if I could describe my style, it
is kind of tough but I would probably say I consider myself consistently adaptable. In
other words, I do believe in the value of consistency and being a constant throughout
navigating with arts education programs. Whether its programs like these in the building
I control, or programs that I control in schools to a lesser degree.
Matthew, as the director of education at Crossing Bridges in Chicago, has overseen all the
educational programming within the organization. Also, Crossing Bridges has created a long
history of collaborating with local public schools. Therefore, the organizational staff has had
many opportunities to work with school teachers and administrators at different levels.
Just as Kaylee emphasized the importance of reading situations, Matthew also mentioned
that he has to “work with schools around their environments and their policies and their
histories…and you have to meet them halfway.” Each school has different dynamics in terms of
how art is valued as a discipline, so Matthew believes it is important for the organization to learn
about the school before developing and adapting approaches to help the schools enhance their art
education practice.
Importance of Listening
During the interview with Corinne, I noticed there was a character of the word listening
in Chinese calligraphy on her office wall. I was very curious and asked why she had that on
display. Corinne explained,
It's interesting that you noticed, [this gift with a Chinese character “listening”] was
given to me as a present by a staff person who worked here about... at least ten years
ago who left and came back after about 7 years later. It was very interesting because I
haven't really thought about my leadership style. I think you develop a style but you are
not necessarily aware of a particular style you have. Rather, I have her, as my colleague,
reflecting back to me saying you are a very good listener. I think that's interesting
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because I never thought of that.
Corinne identified an interesting point about defining one’s own leadership style, which is that
for leaders themselves, it might not be an immediate, obvious comprehension about which
leadership styles they use. Instead working closely with others gives leaders opportunities to
reflect on their own behaviors, which Corinne found refreshing. She also believes that
developing leadership through this interactive process allows her, as a leader, to be closer to and
more understanding of her colleagues’ needs.
Millie liked raising questions and challenging her team because she hopes to develop
the workplace as a platform in which everyone feels comfortable contributing their knowledge
and expertise. She believed being able to listen to others is critically important if the platform is
to be designed for everyone in the organization to be involved and feel comfortable delivering
personal ideas. She also believes that each individual brings many different perspectives to help
the whole organization grow. She explained,
I hope that my team find me to be a good listener and responsive. I like to leave them
questions. I want them to be as independent as they can be, but also I'm available to
support them whenever they need. I hire people to do jobs and then help them find their
ways into that work because what every individual brings to their position is different
from the person who did it before. So, I want to help them find their voice.
Asking questions and encouraging responses were Millie’s approach to create
opportunities for the team members to discover their own voices and feel less anxious sharing
different perspectives. To ask proper questions and encourage responses from her team, Millie
highlighted the importance of listening because she stated that people tend to exchange ideas
more often when they realize they are being heard. Millie noticed that as a leader, this approach
also positively influences the climate of how her team in the Department of Education functions.
Matthew believes that he is a good listener and that it is important for his team to
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understand that communication between him and his staff is transparent and available. Matthew
thinks that being a good listener provides him, as the director of education, many ideas and
insights in terms of making changes. He explained,
They know that I listen. I think that's another thing that I think people know about me.
I'm not close-minded, I don't shut people out, I don't shut people off. There might be
things that people come to me and expect changes to happen quickly that I'm unable to
change quickly for bunch of different reasons. But I will always listen, and they know
that. And in a lot of cases when they least expect it, they will see the change happen and
that's because I do absorb whatever I talk to someone about. I do know what they need
and why.
Matthew also discussed that there are several different programs running at the same time and
each program includes different team members. Therefore, listening is an effective leadership
trait to have because it helped him understand the different organizational teams. It also helps
him understand different types of needs and ideas, and these understandings are considered
holistically to create effective organizational action plans and strategies. However, Matthew
communicated with his team and made it clear that he takes feedback and gives updates on the
progress of changes because it is critical for his team members to be involved. He said,
In the big picture I can see why certain things are important to change or to support.
Sometimes it takes just a little bit longer to make things happen. So, you stay in touch
with people, give updates, you make sure that they understand that you're still working
on something. If people know that you're a man who listens to them, I value that
because it informs what I do. And the other thing I would say is that you can see with
our program, our programs are not so much top down interaction.
Matthew is approachable, as he showed in his close connection to those high school students
when they walked into the art center after schools. The way he talked to those students revealed
that he is curious about their projects, their lives, and their growth although he does not take on a
teaching role that has direct interaction with those youth. Based on the ways these arts leaders
explained the importance of being a good listener in their job, they revealed a high level of
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transparency and care. One of the ways they develop their transparency and care is through
listening to others.

Importance of Systemic Communication

These arts leaders also value communication. Kaylee explained that her training when
studying management helped her recognize and be more sensitive to different communication
styles people have. She claimed that each individual has a very particular style when it comes to
communication and usually the style does not change quickly. Therefore, for her, learning how
each team member communicates is critical because “we all have different kinds of
communication and communication styles in particular, and it's important to try to assess those
different traits.” Kaylee used the word “assess” to refer to evaluating others’ communication
styles analytically because she believes that being able to learn from and read different
communication styles takes time and experience; this process can take time and effort. She also
mentioned, “It is important to manage how to communicate with others with different kinds of
personalities or working traits.”
Karter defined his leadership role as a communication-based practice. He pointed out
that sensitivity and fairness are two complementing components leaders need to have to develop
effective communicating skills. He stated,
I think, in terms of leadership, you can ask me about that when you feel like it…A lot of
it is just, communicating. A lot of it is back and forth communication. I have been
trying to be sensible, and fair as possible. A lot of my job is about fairness. I am also
trying to be consistent with a lot of the policies. Because I mean I have to constantly
write new policies and new rules, and things for all the colleagues to be aware of and
follow, and for students to be aware of and follow; this has been like a new challenge
when I started here as a director of education.
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Karter continued to recall his past experience from being an artist, to an art teacher, to an art
administrator and stated that different art roles across different settings have “taught me a lot
about human relationships, and relationships with adults, and how to communicate. It's really
been a huge study in communication.”
As Matthew values the importance of being a good listener, he thinks being willing to
become effective in communication is also important. He explained,
Being able to communicate that to other people is really important. And it's something
I'm still learning about. Because different populations, different groups, different
people, have different ways that they connect and understand you. The more that I've
been able to do that over time, I think the more it helped people understand that this is
what you can expect if you work with Matthew. In terms of his consistency and what he
stands for. And even though a lot of things change, this is what you can kind of expect
from him. And on the flip side, you can also expect Matthew to be a good listener in the
sense that he will adapt when he needs to. And he's not afraid to change things.
Matthew focused on being a good listener and communicator. However, he also discussed the
importance of helping his team members learn his leadership style so they can expect consistent
performance and leadership strategies.

Importance of Facilitation

Arts leaders in this study often referred to themselves as facilitators instead of dictators.
Corinne said that “I do not direct people and tell them what to do; instead, I engage people in an
inquiry process.” She stated that this is an important aspect of leadership for her. She hoped to
engage all stakeholders in this inquiry process because she values all the expertise and
knowledge they have, and she wanted to provide opportunities to allow “each person to bring
what they know to the table. For example, a classroom teacher knows the students, schools, and
their communities. This knowledge is valuable and essential.” During this inquiry process,
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Corinne said she does not treat people differently because their titles or years of experience. She
explained,
I treat every person who comes here the same way. I treat each person both personally
and professionally. One time, one of the artists and a staff person had a real difficult
communication problem and my role was to facilitate and bring down the temperature,
so that we could find some common ground with the realization that sometimes it just
takes time to get over it. I think we were able to do that. Whether it is an artist or any
staff person, my goal is to facilitate and bring our team together, so the work can move
forward to achieve our purpose because our purpose is not about us. Our purpose of this
organization is about the students really.
Corinne gave an example to explain that facilitation is necessary for her to practice in the
organization, especially when there are conflicts during the inquiry process. As a facilitator, she
needed to create “common ground” for her team to be able to move on and achieve both program
and organizational objectives. She also contended that this facilitating process helps create a
positive collaborative environment so the staff knows their leader is willing to get involved and
tries to solve problems when the situations are not smooth.
Cyndy also valued how her team works closely together. She enjoyed being close to her
team as much as to the students who attend their programs. She said her team members need to
understand that she believes in everyone’s capabilities and that their collective performance is
more effective than solo work. She said,
We work closely and we are all connected in terms of how we design curriculum, how
we assess it, how we recruit students, and how to support our students. I want them to
enjoy each other's company and feel like we are a team with a shared vision; it's very
important for me and I hope to facilitate this positive work environment.
Hollie also pointed out that the organizational mission is not only helping K-12 in New
York City to gain experiences in art learning but also fostering organizational staff members’
growth. She thinks it is effective to learn about each staff member’s passion and to try to work
with them closely to make sure this organization offers space for them to grow. She stated,
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One of the things that I'm very passionate about is, how can I integrate passion into
everybody's job. There are always ways to make people passionate about what they are
doing. Anyone here has a job, but they also have space to do what they have passion for.
This is part of who they are, and this is also part of our mission.
I have three program managers and they have the same standard in terms of job
descriptions; but they come from different backgrounds. One of them, for example, is
very passionate about social justice, so we have built a curriculum program focusing on
social justice. I try to create a space for everyone to use their talent and integrate it into
their everyday jobs, so it's not just a job, but something that fits perfectly for everyone.
Dayna, as the executive director at Dialogues of Artists, promoted personal growth of different
stakeholders as well. She contended, “I'm really curious. I'm curious about people.” She was
open to learning how everyone can contribute to a project, a workshop, or a holistic
organizational vision. She explained her thoughts,
I think I have had that situation five hundred times, running into a class, or a team, or a
new organization thinking, "Wow, your experiences and my experiences are completely
different. How am I going to get this across?" And I always think that, well, I have no
idea what I'm going to do. And then something in the back of my mind says, "Well, if
you let everybody sort of join in, and sort of build on the construction of their own
knowledge. I told myself: you don't have the answers for everything. You don't have to
worry about wanting to convince people how important the arts are."
Justin shared that his experience during secondary school was not a in safe school
environment and he said that was the time he learned to educate himself about artistic practice.
This experience helps him to be empathetic for students from certain parts of Chicago
neighborhoods who do not go to schools in safe supportive communities for learning. He said,
I could get along with myself in this school that really wasn't helping me out a lot. It
didn't seem to be a safe, nurturing space. A lot of fights, a lot of tension, anxiety. It was
like I didn't have things that I needed. I didn't have a complete set of tools to use. And
when I got home, and I would draw, or I would work on the arts, that's when I thought I
was educating myself. So, looking at a group of people who are not interested in the
arts, or not interested in school, that didn't bother me. I thought there's something
somewhere, I bet it's creative. And whether they're a college student, or they're in eighth
grade, I use this studio as creative space because I know I have all my tools there. So, if
we're going to build woodwork or drawing or mixed media, I have those resources to
share.
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Throughout the interview, Justin presented a low-ego, high-empathy leadership approach. His
early educational experience was not supportive of arts and since then he has remembered those
challenging moments and envisioned a school environment to develop positive inspiring learning
experiences for the youth. He has fulfilled his vision and continues to build a strong studio space
for all possible interests of young people to arrive and grow.

Summary

This section presents the importance of adaptability, listening, systemic communication,
and facilitating as leadership strategies developed by these arts leaders. These four concepts
revealed that their leadership styles emphasize close interactions with other stakeholders. The
focus of adaptability demonstrated how these leaders responded to diverse needs, challenges, and
changes by being flexible to new ideas and solutions.
The focus of listening and systemic communication showed that these arts leaders value
others’ responses and ideas as resources and insights to make decisions and develop responsive
teamwork. The importance of facilitation came from these arts leaders’ belief that good ideas do
not only come from themselves; they came from collective efforts. Therefore, these leaders
valued both others’ insights and their potential contributions to the organizational development.

Arts Leadership Development

Leadership development is a continuous process of advancing leadership skills. Each
organization and leader has different approaches to developing their respective leadership
qualities. This section provides three categories to illustrate the common ways these arts leaders
developed better leadership qualities: learning on-the-job, good influence of mentors, and
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professional development: attending conferences.
Learning “On-the-Job”
Kristin’s educational background includes art education and languages as her
master’s degrees. However, she believes that a degree in management would be very helpful for
leadership roles, especially in a larger scale art museum such as Parkway Museum in New York
City. She explained,
I think when you get up to a senior management level, it has been a great opportunity
for me to really hone my management skills. It’s not common to have two master's
degrees, but if I have the chance to do it again, I will also probably add an MBA or
some other management degree because management skills become increasingly critical
as you go up. Unfortunately, many successful executives in the museum world learn
those skills on the job unless you have the opportunity to take all the management
courses, but it's not unusual that museum directors have to learn a lot on the job, which
makes your job much more difficult.
The level of difficulty in management and leadership increases when a leader does not have a
management degree, Kristin said. However, she thinks lacking expertise in management
naturally urges leaders to create a stronger sense of learning on the job. These learning curves, in
her words, “have really been honing my skills so that I can enable my staff to do the job they
need to do effectively.”
The educational program itself and its community outreach within the large museum
structure had grown considerably over years, so Kristin needed to constantly adapt the way she
leads and works with her team. She hoped she is “making fewer mistakes over the years of
being a leader, and I am absolutely learning by those mistakes and accumulating many layers of
experiences. I like to reflect on those experiences and make sure I don't make the same mistakes
again.” Kristin mentioned each layer of her leadership experience involves a lot of learning
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curves and mistakes. However, she is content that those experiences help her move forward and
become a better leader for this particular leadership role, which she values.
Kaylee, who does have a management background, shared her observation of how a
lot of arts leaders learn management and leadership. She stated,
I think our leaders in the arts mostly do not have management degrees from college, at
least this is what I'm experiencing. They usually study art, theater, or other art related
disciplines. If you are from art, it doesn't mean that you understand management or the
administrative strategies; so, a lot of times I think there is a learning curve for a lot of
artists recruited to be a leader.
Corinne discovered many learning opportunities through her responsibilities as the director of
education at Art as My Language and felt that these opportunities keep her motivated as a leader.
She said that “I need input as well as a leader, and I need to be learning as well. This is another
reason I'm still here after 18 years: it is that I'm still learning in different ways.” Art as My
Language has tried to develop interdisciplinary curriculum approaches and has developed
increasing numbers of curriculum models for both organizational programs and community
outreach. Therefore, learning by doing for the past 18 years has made Corinne believe learning is
an important aspect to develop effective, appropriate, and productive performance for both
herself and her entire team.
Alice explained Ideas in Studios has grown in its scale, so there have been increasing
numbers of teaching artists being recruited to serve larger populations of K-12 students. Alice
reflected on whether the change of the organizational scale required different skills and
knowledge. She explained,
[Our organization] has grown quite a bit. When I first came, we had about 60 or 70
teaching artists and now we have 100 to 120 artists, so it's mainly a matter of scale,
[otherwise] I think I'm pretty much doing the same thing. I write proposals, design
evaluation tools for training artists, focus on curriculum strategizing ways to service
schools, and make sure everything is aligned and coordinated in the professional

155
development for our artists. Actually, my work as a director of education has been
similar, but it changes every year because we work with new schools and new teaching
artists every year.
Alice shared that the training process of teaching artists can be highly individualized. Each
teaching artist was hired during different period based on the needs of the organizational
programming. Therefore, Alice arranged meetings, workshops, and reflection sessions for those
newly-hired artists. She stated that she has learned many interpersonal skills and strategies that
have helped those teaching artists who might not enter the organizational with educational
backgrounds. Alice also shared that she has developed innovative ways to train artists based on
both organizational and local needs merged from schools. She said,
I also bring in specialists to help train our artists, for example, I bring in experts in
teaching English for second language learners or teaching children with special needs.
These sessions help them to not just talk, but effectively communicate their ideas and our
visions to the artists.
Training teaching artists was the most important educational tasks for Ideas in Studios because
teaching artists are critical stakeholders to bridge the organization’s visions and local K-12
schools. Therefore, Ideas in Studios has developed assessment tools for their teaching artists to
monitor their teaching effectiveness. She explained,
We have curriculum specialists in the school to work with our artists and it was
interesting that we developed assessment tools, so we can give an assessment to students
at the beginning of the year and get a sense of where they were in terms of their
knowledge and skills. The team uses the results as a baseline assessment and adjusts their
instruction to meet different needs and fill gaps. This assessment tool makes them think
of a way to improve their teaching together. At the end of the year, they gave another
assessment. It created this nice collaborative relationship.
The assessment tools Alice used for the teaching artists have been revised several times based on
the organizational scale and school-organization partnerships. When more partnerships were
built, the assessment criteria for artists were changed to meet local needs. These arts leaders were
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not afraid of change. Instead they liked to change because learning on-the-job naturally became
the best way to learn leadership skills and management strategies, especially when their arts
organizations constantly expanded the number of stakeholders from increasing the
collaborations.

Good Influence of Mentors

During the interviews, many of these arts leaders referred to the directors of their past
positions as having been impactful and as having influenced their leadership behaviors. They
believed these influences were key factors that helped them internally develop their leadership
capabilities. Lillian explained,
My professional development as a leader… I never had a formal mentor. However, the
people I have worked for are always inspiring me and I always learn a lot from them.
Usually the people I'm reporting to are the ones who are really creative and wonderful
bosses, which is very fortunate.
Kristin felt fortunate that she has had several outstanding directors, especially when she first
entered the museum environment in Los Angeles around 20 years ago. Kristin currently serves as
the director of education at Parkway Museum, which is one of the most well-known museums in
New York City for both its collection and education program. Kristin recalled her experience
working with formal museum educators and directors who displayed exceptional leadership
qualities that encourage her to envision her own work as a director now. She reflected,
I really feel that I have been very fortunate to have a lot of mentors who are very
insightful and visionary directors. I've been very fortunate working with folks that are
not settling for status quo. This has really been expanding my own thinking and pulling
out of my own comfort zone so that I can grow and expand my ways of thinking. We
can always learn a lot from expansive and progressive thinkers.
Kristin emphasized the outreach of contemporary museums as expanding, especially in the ways
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museum educators have tried to develop educational programs that meet the local, national, and
global needs. Kristin also hoped she would be the role model for her team and envisioned that
her colleagues will become influential museum leaders in the future.
Melvin recalled his master’s study in museum education and shared that his mentor
helped him develop a holistic sense of museum education. He said his mentor has been the most
important factor since Melvin entered the museum context as an educator. He said,
My undergraduate was in art history at the State University of New York. I graduated
having no idea what to do in my life. I spent the next year doing a little bit of soul
searching, debating what I really want to do. I knew I wanted to do museum work, but I
wasn’t exactly sure if I wanted to do curatorial work or educational work. I went back to
school for a master’s degree in museum education. My school was helping me to build a
theoretical understanding of the practice and putting those theories into practice.
I had an assistantship in a museum and saw how things I learn in the school actually work
in the museum. I was very fortunate who I was able to study under. The faculty there at
that time were really wonderful. My mentor in particular had a very progressive sense of
museum education, and it helped me build the core belief of my practice as an educator in
the museum setting.
Since leadership development has not been common and there has not been a structured
set of leadership development tools for art educators or leaders in the arts to go through during
their career paths, mentors from these arts leaders’ previous professional workplaces or from
universities where these leaders received their degrees in the arts have strongly influenced their
leadership philosophies and behaviors.

Professional Development: Attending Conferences

Eva recalled that she was not a good public speaker when she was a child and said
she usually felt shy and fearful. After she joined InterConnections, which focuses on community
outreach through art education programming for local high schools, she has had many
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opportunities to interact with local students, teachers, and administrators. She mentioned that
attending conferences has been an opportunity to enhance her professional practice. She stated,
The impact that we have on our students and also we are able to create a lot of cool
workshops based on the experiments that I have done and it works. I also apply for
conferences and present; I have several opportunities to present out of country sharing the
strategies I have been able to come up with for recruiting high school students. I have
been really proud of that as well because when I was a kid I didn't speak well most of my
childhood. Nobody knows what I'm talking about; so, for me, I had fear for public
speaking. So, I present and realize that I'm able to inspire and move people to be better
educators.
Eva felt satisfied that she could present her successful experiences of building programs and
creating collaborations among her organization and local schools. Moreover, she felt content that
her experiences will enable more art educators to envision and advance their own practice in
their respective art education settings. Therefore, attending and presenting at national and
international conferences have been great professional development opportunities for Eva to
keep her performance current and to keep her motivated to continuously develop outstanding
practice.
Travis also shared the impact of attending museum education conferences. He
particularly considered conferences as platforms that allow museum educators from different
organizations to gather and discuss improvement to museum practice. He stated,
Usually conferences bring all those museum educators together, I have seen a lot of art
museum people attending those conferences. It is a really interesting time to get together
at the conference. For example, three years ago I presented with a colleague at the
Queens Museum of Art. That museum has a wonderful tradition; they passed out
handouts about what they're doing in the session along with an invitation to join
discussions and conversation at a bar after the conference.
By making connections with other museum educators, Travis has been able to collaborate with
others to co-present at conferences. He mentioned that networking through conferences has

159
enabled museum educators to reflect on their museum practice. Travis explained how this took
place:
I sit at the bar and more and more people came at some point. I was just humble because
I look around the table and it's all the people whom I respect; we are all together to talk
about our museum work. It was also impressive to see representation from all these
amazing different organizations from across the country who are trying to collectively
envision our work. We have been trying to craft the architecture of the field, we are
talking about how we do our work and it is about a lot of critical dimensions regarding
what we are doing that is different than what was done before.
Travis described how those external connections directly inspired each museum educator’s work.
Through sharing each other’s respective museum practices as well as discussing how museum
practice could be potentially enhanced, these museum educators developed their professional
network across geographical locations and various museum environments.

Summary
These arts leaders’ development involved ongoing processes with emphases on the
stakeholders around them. Their organizations did not operate with a fixed structure and instead
experienced progressive growth through developing different arts programs, discovering
different partnership institutions, or recruiting more staff members. For example, although
providing arts curricula for local schools is the same organizational task, the ways to work with
each school might be very different.
Therefore, these arts leaders developed the fluidity of their leadership through their
current practices. As they did not have a great amount of resources in leadership development or
professional institutions that provided specific training for, these arts leaders connected with
other leaders in the same field by attending conferences to foster intellectual conversations of
leadership that enhanced their leadership practice.
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Creating Arts Organizational Culture

As the literature review identified in Chapter 2, organizational culture is important for
leaders to promote both organizational and individual growth. This section will discuss five
organizational cultures discovered in this study: balancing power and empathy; reframing
hierarchical structure; stakeholders’ individual development, building trust, care, and support,
and discovering sources of satisfaction. The discussion not only describes how these leaders’
philosophies influenced their organizational cultures but also the opportunities and limits of the
organizational climate that influenced their individual leadership behaviors as well as their
collective organizational performance.

Balancing Power and Empathy

Eddie was certain that the climate of fear is the last thing a leader wants in an
organization. He believed it is very critical for leaders to be aware of their power, which can
cause fear in organizations. He said,
For me, being a leader is important to make certain that people around me are not
functioning with the position of fear because essentially when you are a leader, you are in
the authoritative position, and the authority can easily impose fears. You have to
understand that you are a leader, and you are at the position that is easy to create the fear
climate. You need to be conscious of that.
I know that if I want the most out of people here, I can't create a climate of fear and get
the most. You don't have to be afraid to be respected. You have to be authentic; you have
to be conscientious. You can still appreciate and require excellence, but it doesn't have to
be done within a climate of fear.
Eddie switched to a new organization three years ago as the president of Arts after School. He
was highly sensitive that in his role as the new president it would be easy to make the
organizational staff uncertain and anxious since he was new. However, he tried to work closely
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with his team and helped his staff learn his values and leadership style so he could reduce the
anxiety level to a minimum for the organizational team to operate successfully.
Joe explained that his leadership style has changed over time since he has taken on senior
leadership positions. As Joe began to oversee bigger programming in his organization, he
realized that more power comes with a higher leadership position. He has been thinking more
about the caring personality of his grandmother who strongly believed that “you catch more flies
with honey than you do with vinegar.” Therefore, he said he prefers to use his position of power
to create a caring supportive working environment. He said,
At this stage of my life, I think being caring matters. I think implementing something
people know that you have your heart in is really important. If you are responsive and
you are really into dialogues with them, they can feel your caring personality that I think
is more powerful. I think there is a correlation: more power, less empathy. I try to
constantly reflect on my work and be happy to be generous with my time.
Joe also shared how he prefers to invite his team members to come into his office. He set up his
office with two monitors so he can effectively communicate ideas with his team both verbally
and visually. His value of teamwork can be revealed through the metaphors he used to describe
the culture of his department:
When people talk about this department, it is not jazz; maybe some days are like jazz, but
it's more like chamber music. It is definitely not like a symphony where you are standing
there to direct the music. My team members need to work with each other for cues and
my door is always open. So, if they want to come in, I am open to develop things
together, and I look at their ideas and give them feedback; then, we go back and forth
together.
Through these discussions, the arts leaders presented a leadership style that is closely
connected to their team. They mindfully craft organizational cultures that value human relations,
teamwork opportunities, and personal interactions. These leaders were aware that the power
came with their leadership role can direct organizational cultures in multiple ways; but they
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chose to be empathetic instead of power-oriented because these arts leaders valued collaborative
teamwork within organizations.

Reframing Hierarchical Structure

As discussed earlier, Kristin believes leadership development for museum directors is a
continuous on-the-job learning process since a management degree has not been common for
current art education leaders in arts organizations. Kristin also shared it has become more
obvious nowadays that “the museum staff are coming from all different levels, and oftentimes
they get a couple of different degrees. Many are at master's levels and some even at the Ph.D.
level.” Therefore, Kristin thinks that leaders who oversee staff coming from diverse educational
backgrounds and levels of degrees must constantly adapt the organizational dynamics formed by
multiple professional backgrounds. Kristin used her departmental staff as an example to illustrate
the multifaceted dynamic she has encountered as the director of education:
One of the gaps in the museum education field is that people come from many different
angles. For example, just look at my 23 staff here in the museum: some come from art
history, many are artists in the studio-based practice, others are from curatorial practice,
and some others are from various teaching practices. So, it's rich and diverse and I think
that’s the key to make a department like mine very strong because we are not coming
from one specific curriculum model.
We have a very multifaceted dynamic. I think that's why you need to be flexible in terms
of leadership styles, especially when you are dealing with audiences’ engagement from
all different kinds of levels with different kinds of situations, so one fixed style will not
work.
To develop effective leadership styles to foster effective museum practice, Kristin believed that
museum leaders need to understand the importance of being open to diverse professional
expertise is essential for creating a strong team for outstanding art education practice. In
addition, Kristin indicated that managing her team with different backgrounds challenges her to
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be flexible and adaptable because such a team requires strong planning and mentoring to foster
the creativity.
Lillian identified that the organizational scale has been expanding quickly because the
organization’s staff has been ambitious to grow how they make connections to local school
communities through their art education outreach. Lillian mentioned that the external
collaborative growth has been the result of strong internal organizational operations. She
explained,
The organizational culture here…I would say that everyone here is a very passionate and
dedicated to the mission we stand for. We get really excited with our vision, passion, and
meanings behind what we do as educators. We have been growing a lot in terms of
organizational scale. Being in an organization like this, which is growing very quickly,
you have to catch up; you need to modify the internal structure to match the growth we
have.
These art leaders showed their sensitivity and awareness of personal growth and of how
organizational structure and culture can become positive to promote effective practice; they were
also aware that their leadership roles are good positions from which to build a healthier stronger
internal structure to enhance organizational performance.
Stakeholders’ Individual Development

A lot of evidence has shown that these arts leaders value personal growth as they
move forward to leadership levels in arts organizations. They also value the individual growth of
other stakeholders. Peter explained how they, as an art-education-focused organization, promote
individual voices as their organizational purpose. He described,
Our group is about helping students find their artistic voice. Our purpose is to help
children learn to work and think like an artist. Every artist has their own style, their own
ways of working, and their own ways of thinking; so, it's very much about individuals. I
treat all the artists who come here likewise.
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We don't ask any of them to do the same thing as the other artist does. We don't have a set
curriculum that we ask all artists to teach; rather, we ask them to bring their artistic
process to the classroom to help the students to discover and to describe their work,
which is a descriptive process we want to develop.
Peter revealed that this value has been applied to two different levels of stakeholders: students
and teaching artists. Leading Youth Artists is dedicated to providing resources for local Brooklyn
schools and young art learners to experience arts in diverse approaches; Peter, as their arts
education director, believed in developing a nurturing learning space for students to make art,
describe artwork, and reflect on the creating process fostered artistic voices.
The participants in this study agreed a supportive environment is essential for students,
staff members, and teaching artists. This was often the priority these arts leaders valued more
than personal titles or reputations. Corinne’s career choice serves as an example to illustrate how
these arts leaders valued their contributions to promote growth not only for students they serve
and the staff members they lead within their organizations, but also for themselves to grow
through serving others.
Corinne explained her previous position at Innovation Art Museum, which is one of the
most well-known large scale contemporary museums in New York City. In Corinne’s words, this
museum “was a very large organization; there was a certain preciousness about it.” Before she
came to Art as My Language 18 years ago, Corinne worked at the Department of Education. She
shared the internal contradiction she had between her career vision and the organizational culture
of Innovation Art Museum. She explained: “I moved to New York in 80’s and ended up in the
education department in the Innovation Art Museum. What I have learned there is that the
corporate culture there did not match my world view.”
Corinne said that Innovation Art Museum’s “corporate culture was so huge and
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overpowering.” Because the museum has its dynamic and culture, it did not allow much space
for individual voices. Lacking space for her to express her vision was something Corinne was not
able to accept in her work as an art educator. She gave an example to illustrate the reputation of
this museum:
For those of us who worked there, you can either say it is a good fit for you to work in
that kind of institution where your work was all about promoting the way the institution
is. I was very much an individualistic person, so I feel like that environment was not
inviting for personal voices. Also, back then, the Education Department in the museum at
that time are sort of the stepchildren for curatorial staff. So, it just became very obvious to
me that that was not a place that I could really thrive.
It I remember flying in an airplane, the guy sitting next to me was a pilot who is just
getting to a place where he will pick up the plane. He asked me what I did and I told him
I worked where I worked and he said to me, “Oh you are one of the important people.”
So, there was a certain sense of that institution, which has such a huge footprint and
presence.
Corinne said that she did not like the way Innovation Art Museum promoted an institutional
reputation that overpowered the growth of the museum staff; she discovered this might not be
their priority in any way. Accepting the way the organizational culture worked was difficult for
Corinne; yet this difficulty helped inspire her education work and the way she approaches hiring
organizational staff. She stated,
I was not a good fit and that is a very important lesson that I learned along the way. It has
informed my leadership knowledge that hiring people should be a good fit in terms of
where they are in their career, in terms of where they are with their opportunities to learn
something new as well as making contributions. I think that any work experience is an
exchange; it’s not just exchange time for money, but it is exchange of experience and
expertise, so that person needs to have something to learn and be curious about the work
he/she might learn in this environment.
Corinne’s emphasis on individual and growth has been successful for her current organization
and satisfying for her, as she mentioned there is always something new to learn in her current
organization and this is the main reason she has found her job inspiring, even after 18 years of
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working as the director of education at Arts as my Language. Corinne’s example resonated with
many of these arts leaders’ visions, which connected more to personalized growth than external
factors such as profit, power, ego, or hierarchical reputation.

Building Trust, Care, and Support

Because arts leaders share the same value for individualized support and growth, the
following reveals how these leaders provide care and support for both the audiences they serve,
such as the students, and their organizational culture.
Moxie shared that Coloring Innovation has helped a great number of schools and
communities embrace art-learning experiences, which has encouraged best practices to happen.
Moxie believed that their strong teamwork is the key for their organizational success. Moreover,
she mentioned that her organization is surrounded by great support for each staff member, and
each staff member who interacts with schools also shows tremendous amount of care for the
local K-12 students. Moxie described her team: “everyone here has sincere, authentic love for the
students that we are serving. We want to make changes.” Moxie continued,
We are sincere and caring about how we need to do for kids by caring and believing. If
you do not care and believe you do not get good ideas. I have been proud of trusting my
own voice and creating something that are able to use in the real world and it works. Here
we sincerely care about the work that we do; since I have been here, I am always
interested in helping them do their jobs better. It is about team and how we collectively
working together and doing as a whole team.
Eva believed that she has learned a lot of leadership inspiration from the management
classes and strategic planning from business. For example, creating trust has been one of the
emphases Eva has tried to implement in her department. She explained,
Many things we have learned from business, like strategic planning or things like a
different sense of mission. I feel like it is very important to recognize the need to create
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an atmosphere of trust, so people are willing to take risks. You have to make your place
of work be a place you want to be, where they feel that they are engaged in teamwork to
achieve a goal that we all share and we do that with love and support. You have to try to
be inspiring because that's why we are in it, because we find it inspiring.
Eva highlighted the importance of risk taking in art education practice and indicated that art is a
discipline involving constant change and challenges. As the program manager, she leads her
team not only in developing curriculum, recruiting local teaching artists but also in looking for
fund raising opportunities and expanding partnerships with schools and other organizations.
Therefore, she wanted to create a space of trust, love, and support so her staff is willing to take
risks and make changes to inspire better professional practice.

Discovering Sources of Satisfaction
The last part of this section will discuss arts leaders’ practices that create satisfaction
internally as the driving force that helps them stay motivated and passionate. Through revealing
how these arts leaders value their practice, this discussion can also demonstrate how their
perceptions and interpretations of their leadership roles influence organizational culture.
Mille is in charge of family and school programs at 365 Art Museum located in
downtown Chicago. The 365 Art Museum has several large studio classrooms, family activity
rooms, and a children library, which are great spaces for family and school programs to operate.
These spaces are open for families, teachers, and schools to use as part of their museum field
trips. Millie described, “What always satisfies me has not changed. It is being able to be part of
the team giving young people access to be in art experience, essentially bringing people together
for creative experience and giving children opportunities to have creative experience.”
Millie enjoyed expanding the family and school programs and reaching out to
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neighborhoods and K-12 schools in both the City of Chicago and the Chicago suburbs. She
explained that the high level of community engagement through educational programs creates
many opportunities to use museum collections to inspire art education. Therefore, Millie felt
highly satisfied when witnessing how the family and school programs can bring audiences from
the museum to the studio space for young children, parents, and teachers to create art
experiences.
Alice highlighted the annual exhibitions of students’ artwork at Ideas in Studios, which
created an opportunity for parents to see their children’s achievements. She said, “I find
particularly satisfying, of course, for all of us, is to see a child’s life lighted up with pride. We
invite the parents to the exhibition of the children’s artwork. It is very moving that every child
has that experience, and all parents becomes so proud of their kids.” She continued that creating
an annual event that allows all participants to celebrate students’ growth has given not only her,
but her staff team, great motivation and satisfaction. However, for Alice, she felt most satisfied
realizing Ideas in Studios has developed a considerable amount of teaching artists over the years
who now create an impact on the communities. She explained,
Personally, I find it the most satisfying to change teachers and to develop a teaching artist
with educational skills for teaching children because sometimes they don't have any
education background, and we are very careful about hiring them and go through many
different interviews and group interviews. We hire them based on their abilities to work
with both adults and children. They don't have to have a degree in education, but we want
them authentically practicing art to help them because they are somebody who can reach
so many children and other teachers.
Ideas in Studios has recruited more teaching artists each year as the organizational scale
has grown in terms of the number of schools they collaborate with and the number of students
enrolled. Alice has been looking for local artists who have passion for art education, and she
mentioned that searching for the right people and helping them become effective educators have
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been a challenging, yet, rewarding aspect of her leadership role. Alice explained that not every
artist likes educational practice or has the level of persistence the organization demands for a
long-term commitment.
She hoped to discover teaching artists who are open to learning and willing to
authentically connect their studio experience to their teaching practice. Alice felt satisfied
developing the transformational growth of those artists and has discovered ways to enrich
resources for their professional development, which will help them become effective in teaching.
These artists are critical to the organization because they complement the organizational vision.
She stated,
Each one of those teachers every year they are going to have a new class, so they have 20
children this year and another 20 and the other 20. This really adds up, so we have been
planting seeds. I really enjoy working with adults so much, so I am very passionate about
getting more resources for training those artists in order to create more impact.
Cyndy also shared similar thoughts because her educational experience and professional
leadership backgrounds have helped her become better artists and art educator. Therefore, she
aimed to develop more effective art educators for her organization. She stated,
My undergraduate major is in art and I also have Spanish minor. I always speak Spanish
to my family, and I probably got most of my jobs because I speak Spanish. With that
skill set, I have worked in art organizations for their after school programs. Then, I went
to graduate school to get an MFA in painting and came back to the field as a teaching
artist, teaching at different programs.
I've been a program director in a university running programs for 10 years before I came
here. I am also a public artist, I did large-scale work; I have been doing education as
well. So, public art, studio art, and education are my backgrounds. I am most interested
in leadership in terms of training young artists to do this educational work.
Kristin also shared her thoughts regarding how her role as a leader has helped many other staff
and teaching artists become effective educators in the arts. She explained,
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The ability to do, discuss, and respond to works of art are inherent from personal
experiences. In the process of doing this, I learned different teaching skills, and I began to
enjoy training others to do this as well. Then, things just kept expanding, and then the
position in the Los Angeles museum was open in 1997. I then had more responsibilities
in addition to a pretty extensive community outreach program. I worked with community
cultures and various other organizations by going to them but also bringing them to the
museum as well with professional teaching staff. I really enjoyed taking a larger role and
responsibilities, and I became a director of Education there.
Kristin continued to mention that being able to lead the Department of Education to respond to
both internal organizational growth and external educational needs. Kristin recognized leading
the department that includes team members with various professional expertise has been
challenging, but she embraced this challenge and enjoyed the progressive process of advancing
the competitiveness of her staff members. She said,
A lot of satisfaction these days is to be able to really successfully manage and lead my
department and create strategic alliances internally and externally responding to the needs
of education locally and globally, because we are a global institution, and I think we are
one of the few education departments that also has a global education mission. So, I need
to think on many aspects for creating strategic alliances to achieve our department
mission as well as the institution’s mission.
Justin values individual growth tremendously and indicated his satisfaction comes
being able to create an impact that will guide the younger generation to make better choices for
their future. He particularly recognized the importance of learning about young people’s interests
and connecting them with helpful resources, which may be professionals in fields of the arts,
spaces for creative experiences, or conversations that help them explore personal talents. He
explained,
Satisfaction… that is really good to see someone helped them, even minimally, just to
guide them, to point them in the right direction, or made a connection to somebody else.
Most of the young people that I talk with feel that way. They ran into somebody that
influenced them. So, for me, that's an important part of the project to create something
that's going to get bigger and better.
Through the discussion about the most important factors that created these arts leaders’

171
satisfaction, it is apparent that they value the needs and growth of others more than their personal
position of power or reputation. This study found that promoting growth in others and fulfilling
others’ needs are primary reasons for these leaders to dedicate their leadership responsibilities to
the arts.
Summary

The discussion of arts organizational culture reveals an emphasis on individuals for these
arts leaders’ practice in organizations. These arts leaders treated each person as a person, which
responds to transformational leadership model, and they cared about others’ growth. Being
involved in others’ journeys of development and providing guides, resources, and opportunities
became these arts leaders’ motivation to function as leaders.
The organizational culture these arts leaders created was not hierarchical because
hierarchical organizational structures did not support their leadership philosophies or their
leadership practices. A culture of trust, care, and support fostered organizational growth as the
organizations’ stakeholders considered their organizations a place to which they could contribute
their talents and advance their capacities.

Collaboration in and through Arts Leadership
This section illustrates how arts leaders’ practice in arts organizations involved
many aspects and layers of collaboration through discussion of their perceptions of embracing
diverse expertise, organization-school collaboration, and cross-organization collaboration.
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Expanding Professional Expertise

Before describing the types of collaboration discovered in this study, it is fundamental to
understand the specific leadership traits that support collaborative work. This study discovered
these arts leaders’ openness to different pathways and methods to achieve organizational goals.
In addition, these arts leaders had a high tendency to be curious about others’ ideas and
experiences. This leadership trait impressively brings many opportunities to enrich arts leaders’
practice and expand their organizational scales in terms of creating a larger impact on their
respective stakeholders or communities.
Melvin explained the development of museum environments has shifted to a more
education-oriented approach in the 1990s. Since then museums no longer focused heavily on
curatorial collections and display. More museum educators started to pay attention to educational
implementation through museum practice. Melvin shared,
There is an emerging group of folks who came into the museum at certain times who are
around similar ages like myself; but this generation of leaders… I feel like those who
came into the museum in the 1990s or 2000s when museums were really starting to claim
education as a central component of their mission.
We came into the museum at that time and we came into the museum with an expectation
that education as a role within the institution is different compared to those who came
ahead of us. So, there's a lot of stuff that happened at a particular time. We have a shared
sense of the direction of museum education and maybe similar expectation about how we
matter in relationship to that.
Melvin said that he entered museum work at a time when museum professionals were rethinking
the services museums could provide, and as a result, the educational component became
increasingly emphasized. Melvin noted that some overlapping and common demands existed
across museums in the country, as they were beginning to make changes in the services they
offered to make a greater contribution to contemporary society. Museum educators at this time
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were willing to embrace cross-organizational change, which was innovative and very different
from the culture of museums in the past.
Alice mentioned that recruiting teaching artists was where collaboration became
highly essential. Teaching artists at Ideas in Studios needed to work closely with administrative
team members to collectively achieve organizational visions, which are embedded in their art
education programming. Also teaching K-12 students as well as collaborating with local teachers
from art and other disciplines became the major responsibilities for their teaching artists. Alice
stated,
We hire people who are very collaborative and that might be part of the reason why our
collaborative projects work so well; as I mentioned earlier, we are very careful in
choosing our artists and I'm sure all other organizations are as well. If an artist comes in
and they only want to do things the way they want to do it and they cannot see any other
way, it is all about me and it’s all about my ways of doing things; we said thank you very
much, and we don't hire them.
Corinne values interaction, dialogues and collaboration and developed a series of
action research projects that invited organizational staff to engage in research to reflect on their
everyday educational work. She explained,
What I like to do is to post research questions to engage my colleagues in collaborative
action research. I like pulling people together with various perspectives. I'm really
digging deeply into these projects. One example I will share is that we are developing an
English literacy program through art. We post a question: what is the nature of teaching
and learning in the arts compared to English as a second language acquisition.

With a large population of English learners, Corinne engaged everyone in this research agenda in
the education department with the hope of developing stronger curriculum models as well as
fostering collaborative practice. She described how they approach the question:
It is a big question that I don't have the answer; no one person has the answer. But we
need the perspectives of the artists who are working in the field; we need teachers who
work daily with English learners; we also have a researcher as well. So, I managed to put
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all these different perspectives and stakeholders together. It took a while to develop that
question; it didn't just come immediately.
Corinne believes each staff member and teaching artist has specific expertise that can
contribute to both action research and the holistic quality of their educational programming.
Helen discussed collaborations developed between the Museum of Transparency and local
schools and how collaboration enables diverse experiences to integrate. She stated that
collaboration is “a progressive network of building experiences.” She continued,
On the other side of the spectrum, we want to integrate a community of learning between
schools and museums. There is a whole landscape of folks who could be collaborative
partners and you want to take time to try to figure out how we might inspire one another
together, and if it's good idea, maybe we can collaborate in the following year.
These arts leaders’ openness for diverse expertise from different stakeholders truly
opened the door for collaborative possibilities to foster their organizational development.
Because these leaders embraced and valued different experiences, they expanded approaches and
models for how art education can be practiced collectively. The following two sections will
discuss two common types of collaboration discovered in arts organizations in this study.

Arts Organizations and School Collaboration
Many arts organizations’ missions are closely connected to community engagement,
and this type of engagement often involves partnerships with local K-12 schools. Alice
introduced a blueprint for the visual arts curriculum that Ideas in Studios has created with a
number of other scholars, educators, and government representatives. To help school districts in
New York City better understand how visual arts curriculum can be effectively taught and
assessed, Ideas in Studios has collaborated with many other organizations to develop workshops
and learning sessions to promote this curriculum model. She said,
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My role is to work closely with the founder and CEO to set the expectations, goals, and
mission; also we oversee the ways that is articulated in the schools. I give them guidance
and also challenges. We are trying to help school teachers understand the value of visual
arts because not everyone acknowledges the value we value. So, I work with them to see
how our goal overlaps with the common core or various curriculum models at schools.
We should be aiming for a very expressive world.
In 2004, when this was created, we had thousands of schools to share and it became a
task of how we are going to make sure everybody understands this curriculum
framework. So, we had many series of workshops throughout the city where they were
taught by professional artists of performing or visual artists, curriculum specialists, and
other co-facilitators who ran the workshops together. We did that for so many years, that
it created a pretty good partnership with the schools and then recently we just finished a
five-year grant with the US Department of Education. There are a number of
organizations, including us, working together.
I also bring in specialists to help train our artists, for example, I bring in experts in
teaching English for second language learners or teaching children with special needs.
These sessions help them to not just talk, but effectively communicate their ideas and our
visions to the artists.
Alice’s example shows how although some organizations’ collaborative projects can be small
with just a couple of classroom teachers, they can be as large as this example, which crossed
multiple schools, organizations, and the US Department of Education.
Hollie’s organization provided a different type of collaboration to local schools. Greater
Equality, where Hollie served as Director of Programs and Assessment, offered funds for K-12
schools to promote art teaching and learning. Greater Equality observed the lack of interactions
among school art teachers and developed mentoring sessions for current art teachers by
recruiting retired art teachers to support school art education practice. Hollie stated,
We promote mentoring sessions for school art teachers. We invited retired art teachers to
come in and help current art teachers improve their practice. The reason we do this is
because every other discipline have the community of educators working together, for
example, like all the second grade teachers work together or all high school science
departments work together; however, in the arts, there is not much of this type of
teamwork, so it can actually be very isolating. So, this provides a very good community
for the arts.
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To strengthen the connection among arts teachers across schools and school districts, Greater
Equality’s mentoring sessions could create opportunities for arts teachers to collaborate as a team
within the discipline and support each other’s art teaching practice.
Melvin discussed how Garden Museum has been trying to build extensive collaboration
with several other arts organizations using existing partnerships as well as beginning partnerships
to develop stronger collaborative practice. He explained,
There are a lot of K-12 teachers who might come to Garden Museum and go to the
Creativity Institute later. This is happening, for instance... A family might go to a family
day at the Art+Artist Center and come to the family day of the Garden museum. So there
is already overlapping audiences that exist, but part of what we want to do for this course
of the research is to understand more directly where those points of intersection occur.
There are schools where each of the organizations already have some types of
relationship, and we should think about those schools we already overlap with as primary
schools to engage as part of our collaborative program.
Melvin and other directors of arts organizations recognized the existing collaborations and
envisioned discovering more extensive ways to engage organizations’ audiences and resources to
expand the intersection of their organizational art education development. Especially, those
leaders hoped to engage all of the local schools each organization has partnerships with and
invite those schools to gather together as collective partners within this bigger scale
collaboration.

Cross-Organizational Collaboration

It is apparent that while building organization-school collaboration, it became natural for
arts organizations to connect with other arts organizations. This following discussion provides
examples of cross-organization collaboration.
Matthew discussed how Crossing Bridges has been able to expand its art programming
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because of its progressive collaboration with other local organizations. He first discussed how
the teen programs started its development:
So there's a few things that we've done since I've been here that have been kind of
necessary and building on core strengths that we have, which is history and needs for the
community. When I started here a couple of years ago, there really wasn't an extensive
presence of high schoolers here. That was an area that we identified we had to change.
Now we have a lot of teens in our programs. We probably have 3 or 4 teen programs per
quarter. Up to about 50 kids in the building. So, we've really turned that around and that
is going to continue to be a focus of ours. Trying to make the art center a destination for
youth from the south side of Chicago.
Matthew explained how collaborative development has helped Crossing Bridges to achieve its
organizational goals. He stated,
Now our partnerships with other institutions allow us to offer programs for teens for free.
So all of our teen programs now are free. We don't have an extensive curriculum, but we
have a consistent three or four programs each quarter, they're all free for high school
students, they're starting to fill up regularly, like we have regular interest and that's a huge
thing.
We are expanding our educational programming and access through tuition free
programming, through increased scholarships, through partnerships with other
organizations. We do a lot of different types of partnerships where we work with other
organizations that brings an expertise to the table. In exchange, we get to give them our
audience. We learn something, they learn something. It’s a win-win situation.
As Garden Museum is one of the partner organizations of Crossing Bridges in the south side of
Chicago, Melvin also addressed the importance of working with other local arts organizations to
promote community engagement in the arts. He explained,
We are the Garden Museum and the New Performers Theater is right there. And the
Oriental Institute has been on campus for a while. We had our 40th anniversary and last
year the New Performers Theater had its 50th Anniversary. The Creativity Institute... I
don't know how old they are but they are older than both of us. We are cultural
organizations on campus.
Over the past five years, the university has opened a whole bunch of new art
organizations, including the Art+Artist Center, Arts and Creation, Drawing for 21st
Century, and whole bunch of other initiatives. I feel like there was this amazing growth in
the arts on campus, and this is amazing. These organizations started to produce our
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educational programming, so as these new organizations came alive, we have been trying
to find an opportunity to bridge our efforts and explore how we could develop a
collaborative program that is beneficial and impactful for the communities.
Melvin explained that many schools on the south side of Chicago do not have great resources –
particularly for art education, so to provide better resources to promote arts learning, community
engagement in the arts, and art teaching, the leadership team at Garden Museum has pushed for
collaboration by connecting local organizations as well as local schools and community art
centers. Cross-organization collaboration has been the most common type of collaboration
discovered in this study.
Summary

This discussion of collaboration illustrates the development of partnerships involving
several stakeholders and institutions, such as universities, arts organizations, high school students
and teachers, and teaching artists. The collaborations reveal the diverse values held by each
partner and present how art education leaders created collaborative art learning environments
through organizational education programming. Looking at these collaborations through a
leadership lens enables the researcher and art education practitioners to realize the formation
processes for innovative collaborations and the benefits generated from developing such
partnerships and networks.
The collaboration these arts organizations developed is highly connected with their
respective local school communities. As indicated in the beginning of this chapter—although the
aims and goals of arts organizations and K-12 schools are different, these arts leaders have
continued to build their knowledge and skills to discover effective ways to contribute to art
education not only for schools but for communities. Since arts organizations have the advantage
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of not being controlled by structural policies that dictate how school art programs function, these
arts leaders were in the process of enhancing and improving their current collaborative programs
with a goal of providing support and resources for art education throughout the community.

CHAPTER 5
DISCUSSIONS AND RECOMMENDATIONS

The core of this study was to develop leadership discourse that responds to the field of art
education by unpacking art educators’ leadership behaviors and qualities. Moreover, this study
sought to use the leadership discourse synthesized from art education to interact with other
professional fields such as, but not limited to, business, educational leadership, and/or public
administration and to discover potential intersections that will allow leadership in art education
to enhance existing leadership discourse and literature.
Based on Crow and Grogan (2011), perspectives including humanities and aesthetics
have played a minimal role in contributing to the U.S. leadership thoughts. This study was
developed because of the researcher's curiosity about and passion for discovering the unique
aspects of leadership practices in art education. This motivation came from a belief and
observation that art can be a powerful tool to transform lives through strong mentorship and
professionalism in educational settings. Therefore, this study included 24 arts leaders in arts
organizations from three major metropolitan areas in the United States: New York City, Chicago,
and San Francisco, to discover voices and features of leadership in the arts with a hope to build a
framework that complements existing literature in leadership discourse and, more importantly, to
craft a beginning understanding of leadership in art education.
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Crafting New Literature of Leadership in Art Education

To create a series of narratives without a solid foundation of existing research or theories
is challenging with the limited amount of resources, comparisons, and foundations, yet it reveals
the need for new development that can potentially become tools and directions to guide future
research and practice. This research hoped to use the qualitative data to respond to the innovative
demands for leadership in art education, as the field has been continuously developing ways to
advocate for the arts. Two metaphors will be highlighted below to represent the reason the
challenge of creating discourse of arts leadership was embraced by the researcher.

Like Raindrops on a Windowpane
The first metaphor is called “like raindrops on a windowpane,” which illustrates one’s
thinking process and problem-solving patterns that follow existing patterns and take effort to
develop new ways of thinking (Ryde, 2007).
It is perhaps easiest to picture what is going on as a raindrop winding its way down a
windowpane. The raindrop represents the movement and direction of our thinking once a
problem or conversation is explored. In every case, the raindrop could take almost any
route down the window were it not for two important factors. The first is gravity, which
puts pressure on the raindrop to take the most direct route, and the second is the path
already taken by previous raindrops, which act as channels encouraging subsequent
raindrops to follow the same route. Our thinking is the same. We have a limited range of
thinking styles that we are pulled towards with almost gravitational force, and we find
ourselves stuck in the channels of thinking already created, either by others in the course
of conversation or through our own habits. One consequence is that we have a limited
repertoire of thinking styles that possess great problem-solving power, but on their own
are entirely inadequate. Another is that if we need to work at the roots of the thinking
process - the unseen channels that shape our interactions. (p. 29)
The discussion of leadership in both art education and art in general has not been widely
developed. Using Ryde’s (2007) representation of raindrops, the thinking pattern of leadership in
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the arts has neither clear tracks to follow nor concrete forms of thinking habits or styles
popularly available to invite art educators, artists, or art administrators to reflect on their personal
leadership styles or on how art as a discipline offers them special expertise to become effective
leaders. This research aimed to open directions of discussion and consideration from the research
data that help art educators craft new and unique routes winding down the journey of leadership
development in art education. Moreover, other professional fields have richly examined
leadership as both conceptual and practical inquiries, and this fact also challenges the fields in
the arts to create new or multiple routes that respond to art-based features, needs, and dynamics.
Therefore, the discussion in Chapter 5 aims to craft a path to guide future thinking of arts
leadership.

Cloud Chamber Effect

Since crafting new routes for art educators to think about their leadership behaviors and
qualities may not be easy because they have not yet been largely investigated, this study included
24 arts leaders and tried to conceptualize how their art education practices and arts leadership
were developed and progressed. There have not been a great number of leadership assessments
or training tools established in the field of art education, so this study planned to solidify this
unknown process and identify a clearer understanding of how arts leaders function in their
leadership practice. Stringer (2002) used the scientific term “cloud chambers” to represent the
tracing of leadership thoughts and development as leadership strategies should be informed with
visible evidence. The following passage explains his metaphor:
Scientists use cloud chambers to identify and make visible the paths that particles take –
paths that would otherwise be invisible. Armed with the knowledge gained by studying
many cloud chambers, scientists can create more accurate hypotheses about how atomic
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particles interact, how the world works, and how to harness atomic power. By studying
the “cloud chamber effect” of leadership, tracing the impact of leadership on the climates
of organizations, we can develop more accurate models of leader-follower relationships
and how to build more productive organizations. (p. xxvi)
This study planned to make invisible leadership practices of arts leaders visible because
only when arts leaders’ voices can be heard and studied is when one can begin to develop
pathways for understanding leadership in art education. The discussion in this chapter presents
summaries of these arts leaders’ leadership thoughts and summarizes them with a visual
representation to demonstrate a more effective, visible, and tangible way for art educators to
learn, compare, and analyze personal, institutional, and/or holistic angles of arts leadership.

Discussions of Findings

The discussions in this chapter are organized in the order of the research question and
sub-questions. Based on the context of the study identified in Chapter 1, the study was designed
to investigate arts leadership’s formation process that parallels the art making process. Therefore,
the researcher discovered how their philosophies informed the arts leaders development of
techniques that created their unique leadership practices just as artists develop ideas and select
media to create artwork. With a similar progression, the following discussions illustrate the
leadership behaviors of these art educators by examining those components in their respective
arts organizations.
The overarching research question and five sub-questions developed to guide this study
are following:
1. What aspects of art education leaders’ philosophies, techniques, and practices are
influenced by their backgrounds and experiences and how can these factors contribute
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to a model framework of leadership that can be used to improve leadership
development and education in art education?
a) How have art education leaders’ educational backgrounds and professional
experiences influenced their leadership philosophies, techniques, and practices?
b) What are these art education leaders’ philosophies of leadership?
c) What are these art education leaders’ leadership techniques?
d) What are these art education leaders’ leadership practices?
e) Based on the above, what would a model framework that can improve the
education of future leaders in the art education field look like?
This chapter will answer those questions through three analytical categories instead of
presenting each sub-question in order. This organizational outlook is based on presenting the
research data to avoid repetitiveness and redundancy and to complement the holistic response to
the overarching research question: development of leadership philosophies (Research Questions
1a and 1b: formation of leadership techniques (Research Question 1c), and analysis of the arts
leadership practice and framework (Research Questions 1d and 1e).

Development of Leadership Philosophies
Their leadership philosophies revealed the leaders’ core values and visions as well as the
underpinning influence of their behaviors through three themes: growth driven, art experience
inspired, and art education centered. The arts leaders’ development of these philosophies was
influenced strongly by both their educational backgrounds and their professional experiences in
the arts, and these influences are illustrated under each of the three sections.
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As discussed earlier, developing a personal art education career from a leadership
perspective can be seen as an art making process. This statement is created not only because the
participants in this study have educational backgrounds in the arts, but also because this research
valued the arts leaders’ pursuit of leadership as a unique journey, responding to the art making
process as a highly personal experience. Giving the participants assurance and confidence to
share their leadership thoughts undoubtedly enhanced the effectiveness of this study because this
process allowed the arts leaders to authentically reflect on the core values that drive their
everyday practice. The following visual illustration uses primary colors to represent their
philosophies. The selection of primary colors captures how mixtures of primary colors can create
ranges of other colors, but mixing colors cannot create the primary colors themselves. In this
study, the arts leaders’ philosophies served as the central factors that inspired their techniques
and practices; therefore, three major themes of leadership philosophies are presented in the
following figure.

Figure 5-1: Leadership philosophies of arts leaders.
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Growth-Driven
The yellow section represents the art leaders’ growth driven philosophy; this top
component is supported by the other two philosophical foundations, which are art experienceinspired and art education-centered. This study revealed that these arts leaders crafted their
leadership positions by fostering others’ growth through art. Creating growth, however, often
involves long time periods to allow changes to take place. Instead of pursuing an instant
outcome, these arts leaders were willing to experiment with different educational tools,
strategies, curricula, and resources to help and guide others’ growth instead of their own.
However, through this process of discovering better approaches that could effectively inspire the
growth of others, these arts leaders themselves grow mutually.
Just as Burns (1978) highlighted that transformational leadership emphasizes the
satisfaction of higher needs and the followers’ aspirations, these arts leaders were dedicated to
educational work beyond developing programs or creating tangible numbers, such as enrollment
or classes. They also envisioned themselves as individuals who can foster growth, which is not
always tangible or promising. These arts leaders did not seek instant results; instead, even growth
that was revealed at a slower pace encouraged the arts leaders to continue advancing their
leadership tasks and abilities. Daft (2011) argued the importance of building close connections of
growth among leaders, followers, and the organization. This reflected on the arts leaders’
philosophies in that they focused largely on fostering the growth of others, including staff
members (followers), other managers, or educational audiences (students), as well as holistic
organizational growth, which challenged the arts leaders’ sensitive and caring side for others and
their administrative side of management skills to operate a division, department, or whole
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organization. The arts leaders’ growth-driven approach, however, did not totally neglect their
personal growth because the process of helping others grow demanded their continuous
improvement and adjustments that spontaneously required the leaders to grow as well. This also
responds to transformational leadership that focuses on the mutual growth of both leaders and
followers.

Art Experience-Inspired
The left, magenta, section represents the arts leaders’ art experience-inspired philosophy.
The arts leaders selected for this study had art backgrounds, and those educational backgrounds
in the arts played an especially important role in transforming their leadership experiences. For
example, Matthew related his management of large-scale art education programs to video editing
because the sounds, stories, actors, and transitions in a video, similar to managing programs,
need to be taken care of in a cohesive way. Eddie highlighted the ability to capture good
moments for quality photography as similar to capturing outstanding ideas within an
organization and contended that leaders should not always be the ones who provide the best
ideas. Corinne, as a language specialist with an art background, found art making and language
learning are both pursuing high levels of fluency for expressing oneself.
These arts leaders showed that they never gave up their art backgrounds, even when they
pursued leadership careers; they did not move their leadership positions forward while leaving
their insights of the arts behind because their art experiences are embedded as a way of thinking.
This position parallels Dewey’s (1943) idea that experience is continuous and cannot be
separated. Art experience, for arts leaders, is how they connect themselves to the world. Or,
perhaps, art experience helped them define personal values early in their lives, so it could not be
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ignored in the personal and professional parts of their everyday life. The arts leaders carried their
art experiences into their leadership and they naturally made logical sense of their administrative
responsibilities in art education because their art experiences informed their perceptions,
interpretations, and judgments of the real world.
As Justin said, “I do not want to have bad influences on those kids.” He tried to prevent
the negative art learning experiences he had in early schooling from happening in young people’s
lives now. These arts leaders stayed true to their inner minds that had been crafted through their
arts experiences and they did not give more space to their ego, reputation, or power than to
fostering growth through art experience in their leadership pursuit.

Art Education-Centered
The cyan section represents the arts leaders’ art education-centered philosophy. Art
education-centered, as one of the three most apparent philosophical underpinning influences,
becomes a force that differentiates the art leaders from business leaders or political leaders.
Although leaders in different contexts share commonalities, the arts leaders in this study claimed
their channels of leadership thinking by responding to both art and education.
In Chapter 2, by reviewing the history of art education (Lowenfeld, 1957; Efland, 1990;
Eisner, 1972; Freedman, 2003; Read, 1963), several historically relevant concepts, such as selfexpression, relationship between oneself and surroundings, structured disciplinary demands, and
responding to social changes and needs, were revealed in the arts leaders’ philosophies. The
overlapping foci illustrate art education’s fluidity that these art educators reflected on within the
field and regarding external changes in the societies.
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The arts leaders selected in this study did not share the same educational visions since
they came from several different types of arts organizations in various metropolitan areas.
However, they shared similar ambitions of using art education as a powerful tool to promote
learning not just in the arts but also for individuals’ holistic growth. Art educators with
leadership roles achieved organizational missions and stayed current in considering how art
education can respond to the current society or what needs art education is able to fulfill through
organizational service. In Dewey’s (1943) words, arts leaders are like social architects; the
findings of this study show the arts leaders’ persistence for being both internally effective in the
organization and externally responsive for the societal educational needs.

Summary
The arts leaders’ philosophies are visually represented by three components within a
circular form, as all three are equally important to complement each other and to identify the
core of arts leadership discovered in this study. Ibbotson (2008) argued that “becoming an artist
is a physical experience” (p. 129) because skills required as a painter or a classical guitarist, for
instance, cannot be learned by reading books. Instead it demands physical engagement and
actual experience to master particular artistic skills. In his words, the arts “represent a body of
knowledge that is profoundly useful to society, not only in the content of finished works, but also
in the skills, practices, and disciplines of artists themselves” (p. 129). Siegesmund (2012) stated
“qualitative thought is an achievement of mind” (p. 107) and emphasized the importance of
recognizing pattern and structure relationships of qualities based on Dewey’s Art as Experience.
These arts leaders, coming from arts backgrounds, actively “use[d] mind to process into intuitive
and coherent meaning the dizzying arrays of sensory data” (Siegesmund, 2012, p. 101). They
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considered the totality of their experiences, in which art experience had been an important
element, as part of their leadership practice and tried to develop logic and methods to apply their
understanding in artistic creation into leadership qualities in arts organizations. These arts leaders
demonstrated the different ways they created patterns and relationships of their continuous
practice in arts leadership.
The philosophies of these arts leaders were closely shaped by their art experiences, which
are both conceptual and practical, and these philosophies speak to Ibbotson’s interpretation of
physical experience and Siegesmund’s argument of discovering pattern and structure of
experiences. These arts leaders connected their previous personal, arts, and professional
experiences and integrated combinations of their understanding and interpretation to construct
their rationale for arts leadership. These three leadership philosophies will continuously appear
since they are fundamental for guiding the arts leaders’ thoughts, behaviors, and personal
enhancements; the upcoming discussion will also further explain why the physical experiences of
the arts leaders mattered.

Formations of Leadership Techniques
If leadership philosophies are considered as artists’ ideas for making artwork, then
leadership techniques are how artists use a particular medium to illustrate their ideas. In this
study, formation of these arts leaders’ leadership techniques was consistently directed by their
leadership philosophies. In other words, the arts leaders developed multiple techniques to fulfill
their philosophies from different angles. Also, leadership techniques can be adapted and changed
depending on the audiences, environments, or objectives, yet they all contributed to their
leadership philosophies, which were closely connected with leaders’ personal behaviors and
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overall organizational growth. The following discussions include six leadership techniques; each
technique was generated from its corresponding leadership philosophies and their relationships,
as illustrated in Figure 5-2.
The color representation in Figure 5-2 illustrates the relationships between leadership
philosophies and techniques. The relationships demonstrate the arts leaders’ rationale for arts
leadership as logical and goal-oriented. Two techniques with similar color schemes are what the
arts leaders used to implement their corresponding philosophies. A total of six techniques were
investigated in this study, and all six techniques are surrounded by leadership philosophies as the
driving force. Meanwhile, the techniques also expanded the scope of arts leadership, visually
shown by the enlarged circle, and conceptually by the different actions and strategies the arts
leaders used to amplify and conceptualize their philosophies. The following discussion will start
with the two techniques generated from the leaders’ growth-driven philosophy. The next two
techniques respond to the leaders’ art experience-inspired philosophy. Then this section will end
with the remaining two leadership techniques directed from art education-centered philosophy.

Fostering Communication and Collaboration

This study discovered that the arts leaders emphasized communication and consciously
built effective communication systems within the arts organizations. For example, leadership in
the arts, for Matthew, is “all about communicating.” Helen also identified that a “transparent
communication system leads to our best practice in the museum.” Those leaders were not afraid
of working with different opinions or conflicting ideas. Instead they believed crafting solutions
and developing strategic planning through communicating diverse ideas helped promote better
quality of performance and participation in the organizations.
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Figure 5-2: Leadership techniques of arts leaders.
Hoffman (1980) argued that lacking communication, at a serious level, challenges art
educators’ effective leadership skills. In many leadership models, communication has been one
of the major factors that fosters effective organizational functionality. This reflected in the arts
leaders’ behaviors, too. Since arts leaders are growth-driven; they worked to understand the
people around their leadership roles. In Chapter 4, evidences showed that the arts leaders treated
different stakeholders with equal respect and their growth-driven approach did not only apply to
young children in educational programs, they also paid attention to the staff members they work
with every day.
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When the leaders expanded their viewpoints in a more horizontal way, their emphases on
developing the growth of individuals did not apply to the hierarchical layout of either titles or
power. Each person became equal, and everyone’s growth came into consideration. Additionally,
because these arts leaders took this personal approach, understanding each person became a very
relevant foundation to develop a strong sense for building collaboration.
Melvin, who offered excellent insight into collaboration in this study, reflected on every
possible way to collaborate with stakeholders, who could be a museum educator in a different
state or a high school student attending a workshop for the Saturday Family Program at Garden
Museum. Being willing to accept and understand personal voices informed these arts leaders’
highly collaborative approaches. Justin who runs his organization without any other hired staff
members and Travis who manages a large number of departments in a large-scale community art
center shared a similar sense of the collaborative demands in art education. As Thurber (2005)
identified, a successful art education partnership between museums and communities can create
valuable collaborations for each participating institution and stakeholder. Therefore,
communication and collaboration go hand in hand and both emphases became highly relevant
indicators for the arts leaders’ growth-driven approach.

Creating Personal and Collective Transformation
Based on arts leaders’ emphases on fostering both communication and collaboration,
these techniques also informed the creation of personal and collective transformation. A growthdriven working environment with transparent communication systems supports transformational
leadership because leaders’ behaviors are influenced and even strongly crafted regarding the
diverse needs of followers so they do not feel neglected (Bolmn & Deal, 2008).
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The idea of transformational growth revealed arts leadership involved more than the
visible changes and growth that happened during the current time. For example, the arts leaders
created a series of K-12 programming for one semester and hoped to increase particular schools’
perceptions of art as a school subject. The leaders also aimed to use this collaboration as a
pathway to learn more about participating schools’ needs to better develop more individualized
programs with each school in the future. Caring for persons and communities, for arts leaders, is
a continuous process; it is also a transformational process.
The arts leaders were able to notice a single individual need and were willing to create an
impact on a person; they were also willing to examine larger organizational or societal needs for
collective transformation. Moxie gave a good example to parallel individual growth and
collective growth. She said, “I have had many different leadership roles in both schools and
organizations. By helping others to grow, I also learned tremendous amount of leadership skills
and I love it…so I was thinking to create that kind of powerful, positive self satisfaction in others’
lives too, and I want my organization as a whole can also operate with such a powerful energy.”
Therefore, creating transformational growth among diverse stakeholders within and outside of
the organization was considered an important technique to foster growth.

Valuing Authenticity and Internal Motivation

The following two techniques are influenced by art experience-inspired philosophy, and
those two techniques demonstrate how the leaders’ art experiences were embedded in their
leadership qualities. Cyndy, Jaden, and Eddie highlighted the impact of their MFAs on their
leadership practices. They recalled their MFA training and discussed different and important
components. For example, Cyndy valued her emotional reactions from the art making process,
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explaining it can be frustrating and time consuming, yet it can also be rewarding and satisfying.
The aspect of art experiences allowed her to value the authentic voices and the needs of the
audiences she served.
Eddie, on the other hand, focused more on critique and reflected that the power of
critique can be both positive and negative. While receiving critique can be difficult, mastering
critique is a skill that can inspire better leadership qualities in the arts because, in Eddie’s words,
“you do not feel attacked personally when people critique your personal artwork.” External
feedback for Eddie was influential for him as an art leader to interact with his authentic, inner
mind. Additionally, he mentioned leading an organization is like practicing painting, so he
always felt authentically connected to his responsibilities as the President of Arts After Schools.
Jaden’s authentic passion for painting was integrated with his interest in transformative learning.
Both interests were developed during his MFA and art education doctoral degree, and they have
been carried out and implied in his leadership practice for almost 30 years.
This study discovered arts leaders valued internal connections. Responding to their
growth driven-approach discussed earlier, these arts leaders spent time and effort to understand
individual needs. Ibbotson (2008) argued that becoming an artist requires physical work from
one’s fingers, body, and imagination. This corresponds to Corinne’s belief that learning language
is like learning art and that mastering both skills develops tools to express oneself. This physical
aspect of art experience directly connects to individuals internally. As leaders in art education
who hoped to develop higher levels of fluency and mastery in different skills, they were sensitive
to and aware that the big progress of an organization starts with a single step of bridging personal
and internal experiences.
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Embracing Creativity and Changes

In art worlds, every artist voices differently. As discussed in Chapter 1, the avant-garde
values personal independence and individuality. In these arts leaders’ practices, they captured
how avant-garde in the 20th century presented the ideological, artistic, and physiological
assertions of artists (Poggioli, 1968). These arts leaders were not afraid of changes. They
changed their practices by responding to both individual and institutional needs. They changed
how they interact with teens by reflecting on a conversation with them a day before. They also
changed the ways they lead depending on their target audiences. This study discovered the
correlation between the arts leaders’ acceptance of creativity, and changes are a result of having
successful art experiences.
The arts leaders embraced creative ideas through their openness, listening to others, and
erasing stereotypes. This thinking habit came from the arts leaders’ art training earlier during
their educational experience. Lillian emphasized an important aspect of making art, which is to
accept that the final artwork is not totally the same as planned because there are many factors for
changes such as brainstorming, experimenting, and critiquing during the art making process.
However, Lillian recognized that being open to different possibilities gives artists more chances
for better quality artwork, which can be very different from an original draft in a sketchbook.
Lillian’s examples parallel our art making experiences, especially as visual artists; she also
illustrated how art training can mature leadership practice. Therefore, dealing with ambiguities
and having a positive attitude toward changes informed these arts leaders’ openness for
creativity.
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Advocating Values of the Arts

The following discussion will demonstrate the two remaining leadership techniques from
the art education-center philosophy. The first technique highlighted the arts leader’s dedication
to advocating for the value of the arts at different levels. Freedman (2007) stated that art
education has been under pressure and has encountered challenges in contemporary societies.
This impact has entered various art education venues, including K-12 schools, universities, and
arts organizations, as arts organizations often have close partnerships with both schools and
universities. The arts leaders in arts organizations advocated for the arts at the personal,
organizational, and community levels.
At the personal level, the leaders used art to promote both disciplinary and
interdisciplinary learning. In Chapter 4, discussion of their leadership visions and values
emphasized how they created art education programs not only for developing artists but also for
guiding teens to position their personal interests and helping them discover future pursuits. The
arts have become seeds to plant internally to advocate for how the arts can effectively help
individuals grow, express voices, and develop life decisions.
At the organizational level, the arts leaders managed different groups of highly diverse
stakeholders, including the board of directors, managers, staff members, school teachers and
administrators, parents, or community residents. When different stakeholders come in and join
the interplay of organizational vision, the arts leaders in this study collaboratively developed
essential and cohesive values of teamwork to advocate for the arts throughout organizational
operations. The art leaders considered each stakeholder, as they are highly personal important
contributors for organizational visions. Therefore, the arts leaders are in the critical position to
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communicate the core value of their organizations to effectively develop their programming,
fundraising, and community outreach to advocate for the values of the arts in a broader scale.
At the community level, Melvin offered an example: the Garden Museum, as an art
museum, has tried to transform the community’s perception of the arts, which involved
consistent problem solving and strategic planning. When the advocacy crosses organizational
boundaries to local communities, this study showed there are more obstacles because the value
of the arts is created, pulled, and manipulated by several different parties. Melvin defined
himself in a supporting role to work closely with stakeholders and said that by working closely
with the local communities, arts organizations can provide resources and create opportunities,
such as workshops, festivals, and professional development courses, to positively transform
communities by helping more stakeholders recognize the value of the arts.

Building Progressive Curriculum and Learning

Eighty percent of arts organizations selected for this study provided arts programs and
curricula for surrounding communities as platforms to learn and create art. Different types of
programs were developed for different visions, with the range from promoting a particular
cultural heritage to creating art learning opportunities for underrepresented neighborhoods;
however, the leaders all revealed their organizations’ ambition to build progressive learning.
Not every arts organization hired its own teachers. In fact, many arts organizations
collaborated with local artists as the organizations’ teaching artists. This culture partly came
from how the arts leaders valued individualistic creativity and contributions. Alice found it most
fulfilling among her leadership responsibilities to train local artists to become sophisticated,
effective, and passionate art educators because the transitioning process from being artists to
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educators was transformational. Alice provided a good example of building progressive learning
by recruiting and training outstanding artists to become effective educators. Alice explained that
“it is totally a risk-taking experience and sometimes I was very nervous before our new teaching
artists taught their first workshop.” Alice mentioned that as arts organizations who do not
develop their own educators, they rely heavily on their teaching artists, so Alice has built
progressive learning not only for the K-12 students who came to Ideas in Studios for art learning
but also for those teaching artists to use their artwork and art making expertise to inspire
students’ learning. In Matthew’s words, this is “definitely a win-win situation,” although the
journey of traveling and achieving win-wins was not always smooth. However, this study
showed that managing to get to win-win has also provided progressive learning for arts leaders.

Summary

This section presents six leadership techniques crystallized from this study and explains
their relationships with the leadership philosophies in the previous section. The following section
of leadership practices will follow the same pattern by discussing a set of practices responding to
the overarching philosophies and techniques. This rationale, built throughout the three sections,
is designed to complement the leadership model framework created from this study, which will
be presented at the end of the next section.

Analyses of Leadership Practice and Framework

Based on Chapter 1, leadership practices in this study referred to the outcomes that
demonstrate the artists’ philosophies through using selected techniques. Figures 5-3, 5-4, and 5-5
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each demonstrate four outcomes of leadership practices developed from their corresponding two
leadership techniques and central leadership philosophies.

Figure 5-3: Leadership practices of arts leaders (the core of growth driven).

Expanded Professional Expertise Sources
Developed from the central leadership philosophy: the core of growth-driven, four
leadership practices are discussed below to provide a holistic picture for understanding how the
growth-driven approach is applied to the concrete practice in arts organizations. Because the arts
leaders used communication and collaboration as their techniques, they created expanded
intersections of professional expertise by valuing and inviting different stakeholders’ expertise as
contributors to support both their philosophies and organizational visions. The process of
expanding organizational professional expertise allowed these arts leaders to discover existing
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gaps blocking improvement and emerging needs that can be fulfilled to create growth. Joe
emphasized that “if an art leader can sit down and learn from the expertise from the person in
front of you…you can also learn how this new input is able to help your organizational vision.
This is what I do every day!”

Multifaceted Cross-Entity Collaboration

In Chapter 4, multiple types of collaboration were introduced, and these cross-entity
collaborations are arts organizations’ most common practices. This fact revealed a contemporary
need for art educators, artists, and arts administrators to work closely together, and this study
started to illustrate this trend and teamwork model that created excellent collaborative
performance across organizations, schools, and communities. Collaborations revealed in this
study also presented a multifaceted feature that means that arts leaders collaborated through
multifaceted approaches. They collaborated to maintain enrollments numbers by sharing
audiences with other arts organizations; they collaborated through coordinating the common
needs of art education by investigating available educational resources across organizations; and
they collaborated to enrich internal professional expertise by creating opportunities for people to
work together.

Long-term Vision for Individuals and Organizations

Arts leaders are growth-driven, and this trait, by nature, requires patience and tolerance.
This study discovered that these arts leaders created long-term visions for both individual and
organizational growth. Corinne offered art educators and museum educators a good example,
demonstrating that it was difficult for the arts leaders to function with structured hierarchical
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power because the arts leaders’ practices are down the roads other stakeholders travel as well.
The arts leaders did not create a prestigious stage for themselves to shine and thrive; instead, like
Cindy, they walked into the classrooms where art learning actually took place to recognize
students’ growth and modified their leadership practices to promote individual and collective
growth.

Continuous Self-Directed Leadership Development
The arts leaders’ organic and adaptive characteristics showed in their everyday practices;
they were also highly aware of the need to modify coaching styles to meet particular needs.
Kaylee read every staff members’ communication styles and personal interests, and then she
challenged herself to create a better position for herself to help her program managers
interconnect social issues they cared into their program design. Kaylee also never stopped
brainstorming about and experimenting with how to recruit more high school students to join her
organization’s after school programs. Kaylee was one of the examples demonstrating consistent
motivated performance of the arts leaders who were willing to challenge, balance, and enhance
their leadership development to create a shared stage for others to thrive. Since leadership has
not been a popular discourse in both academia and practical fields, this fact demonstrates arts
leaders’ high level of persistence to develop self-directed leadership development.
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Figure 5-4: Leadership practices of arts leaders (the core of art education-centered).

Strategic Alliances for Serving Diverse Audiences
Developing from the central leadership philosophy indicated in the figure caption as the
core of art education-centered, the following four leadership practices provide a holistic picture
for understanding how art education centered approach is applied with the concrete practice in
arts organizations. Throughout Chapter 4, arts leaders interacted with many stakeholders, and the
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numbers only went up when they expanded collaboration. These arts leaders had high sensitivity
to others’ needs, as the art educators were constantly aware of how new educational policies
could potentially threaten art education. Trying to expand organizational art education services
and learning about diverse needs that art education could serve became essential considerations
for the arts educators to develop strategic alliances. A concrete example of this practice was how
Kristin responded to both the local and global needs of art education through museum-based
educational programming. These arts leaders were in roles of serving others; they were not in
roles of promoting self-recognition.

Low-Power Distance and High-Empowerment
Collaborations have been highlighted in both leadership philosophies and techniques; this
practical aspect of arts leadership presented a low-power distance and high-empowerment
organizational culture. Low-power distance illustrates that the arts leaders were unwillingly to
use the power from their positions to minimize distance with others in the same organization. As
Eddie firmly believed the climate of fear prevents arts organizations from thriving, hierarchical
power for arts leaders can, but should not, be used to generate excessive respect for the
organizational leadership figures. Instead leadership can be a position that grants freedom to
offer support and empowerment. Many arts leaders in this study – such as Jaden, Justin, Cyndy,
and Serena – demonstrated that arts leaders can empower those who surround them with high
levels of trust and support.
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Interdisciplinarity of Administration and Education

These arts leaders were art education-centered. The dynamics and development of arts
organizations can be highly diverse and challenging because they are also cross-disciplinary.
This demand required the arts leaders to embrace interdisciplinary practices from both
administrative and educational standpoints for two reasons. First, the arts leaders worked
interdisciplinarily to break boundaries and open possibilities that allowed different disciplines to
learn from each other and, most importantly, to complete one another. Second, expanding the
disciplinary focus of visual arts into another discipline, such as theater for example, can enrich
curriculum development but also, like Corinne stated, inspire professional assessment in art
education.

Proactive Action and Ambitious Reaction
Matthew explained that arts leadership is about “action and reaction.” These arts leaders’
actions were proactive. They tended to anticipate challenges and potential to actively develop
their own leadership behaviors. Just as many arts leaders in this study created innovative
programs, courses, professional develop workshops, and mentoring sessions for K-12 visual arts
teachers, their proactive actions cannot be ignored when conceptualizing their leadership
practices. In addition, these arts leaders’ reactions were ambitious. Similar to how they promoted
individual and organizational growth, they reacted to social educational crises with down-toearth solutions.
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Figure 5-5: Leadership practices of arts leaders (the core of art experience inspired).

Transparent Organizational Structure

Developing from the central leadership philosophy indicated in the figure caption as the
core of art experience-inspired, the following four leadership practices provide a holistic picture
for understanding how an art experience-inspired approach is applied with the concrete practice
in arts organizations. These arts leaders embraced changes, as discussed as one of their
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leadership techniques; therefore, they created transparent organizational structures that offered
transparency among positions. From being an artist to becoming an art leader, Karter highlighted
the importance of being open to changes and being ready to develop fluent pathways for changes
to take place. The transparency of the organizational structure these arts leaders tried to create
allowed creative voices and possibilities to be able to land and grow.

Supportive Environment for Creative Process
Eddie believed the creative process should be at every artists’ fingertips. His role, in his
words, was the “ultimate supporting staff person” who created a supportive environment for
creative processes to take place so his arts organization could become a space for creativity,
artistic interests, and talents to be seen, developed, and transformed. Justin also mentioned that
his role was to help young teenagers stand on their feet by providing art educational resources as
tools for exploration. These arts leaders envisioned meeting and satisfying educational needs
with long-term visions through increasing opportunities for the creative process to happen and
continue.

Emotion and Future Orientation
The arts leaders stayed close to their art experience. Responding to Dewey’s (1943)
notion of social architect, these arts leaders used their leadership practices to connect others’
personal feelings, learning progression, and future planning. Their leadership vision and practice
almost became a calling for these arts leaders. They practiced their leadership roles as artists;
therefore, they emphasized both creative processes and sensitivities. They also practiced their
leadership roles as art educators, so they cared about the students’ futures, even when they
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finished interacting with organizations. That is, the arts leaders crafted their organizational
services to foster a long-term impact, which those who benefited from the organization’s services
could carry with them to guide their future development.

Personalized Care, Trust, and Support

The last theme for the leadership practices demonstrated the highly personalized
approaches these arts leaders carried in their organizations from two different levels. First, the
care, trust, and support the arts leaders provided to their followers in the organizations promoted
better performance and risk-taking opportunities. These arts leaders rarely searched for definite
answers to one question. As the metaphor of cloud chamber effect described in the beginning of
this chapter, these arts leaders tried to make the needs, creative voices, and solutions visible to
lead organizational growth. Second, these arts leaders guided the whole organizational team to
offer care, trust, and support for the art learners coming to their doorsteps every day to give them
a space to authentically create something that spoke to their inner voices and informed their
artistic identities.
Theorizing Artful Leadership

Based on the discussions of the leadership philosophies, techniques, and practices of
these arts leaders, Figure 5-6 illustrates the complete summative model framework synthesized
from this study. Figure 5-6 presents the Artful Leadership Framework with the three layers of
leadership behaviors, synthesizing how the arts leaders selected for this study implemented
leadership based on their holistic art experiences and professional leadership practices. The
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researcher discovered close connections among their leadership philosophies, techniques, and
practices as a sequential logic.

Figure 5-6: Artful Leadership Framework.
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Visual Representation of the Framework

The three layers in this framework are developed from the internal layer (Layer 1) that
represents leadership philosophies serving as the core of the framework. Then the second layer
(Layer 2) represents leadership techniques for responding to the core philosophies and informing
leadership practices that are represented in the external layer (Layer 3). The philosophy layer
(Layer 1) illustrates the fundamental elements that create artful leadership, with the researcher’s
intention to demonstrate that these six leadership techniques (Layer 2) and 12 leadership
practices (Layer 3) summarized from this study are generated from these arts leaders’
philosophies.
In the framework, each philosophy in Layer 1 expands toward the outside of the
framework, indicating that two responding leadership techniques are developed from their
respective core of leadership philosophy. For example, the philosophy “growth-driven” leads to
two leadership techniques: “fostering communication and collaboration” and “creating personal
and collective transformation.” Each of these two techniques leads to its responding two
practices. The technique “fostering communication and collaboration” leads to two practices:
“expanded intersection of professional expertise” and “multifaceted cross-entity collaboration.”
Therefore, each philosophy contributes to a series of logical behaviors within three different
layers, and each layer is closely connected to each other.
The leadership practices in Layer 3 are involved higher levels of flexibility and fluidity.
For example, one of the techniques generated from the philosophy art education-centered is
building progressive curriculum and learning. This technique creates two practices in arts
organizations that include strategic alliances for “serving diverse audiences” and “low-power and
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high empowerment.” These two practices were discovered in this study; however, different
groups of arts leaders might apply the technique “building progressive curriculum and learning”
in different ways.
In other words, the external practice sections of Layer 3 reveal different outcomes
generated from their corresponding techniques, so each leader might create different types of
practices using the same techniques based on their organizational mission or operation. This
sequence illustrated in the Artful Leadership Framework demonstrates that each leadership
philosophy creates a three-layer larger fan-shaped section that extends to each series of
leadership behaviors.

Concept of Artful Leadership

Because of the data, the concept of Artful Leadership is conceptualized as the new
knowledge created in this study. Artful Leadership is a discourse and set of leadership principles
held by leaders who have extensive backgrounds in artistic creation; their backgrounds of artistic
creation are closely connected to their leadership practices. Artistic creation is open-ended,
expressive, personal, and communicative. These characteristics of artistic creation and aesthetic
qualities are essential components contributing to the concept of Artful Leadership.
These discoveries are structured with these arts leaders’ progression and maturation of
their leadership capacities and are summarized in the form of a visual representation that reveals
the essential components that complement the development of the Artful Leadership Framework.
This discourse can expand the understanding, discussions, and practices of Artful Leadership and
can help art educators examine their educational roles as leaders because Artful Leadership
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provides methods to conceptualize how leadership behaviors and qualities in the arts are
influenced by art experiences.
This framework was created to demonstrate a holistic overview of the arts leaders’
unique leadership behaviors and qualities presented in this study. This framework is a model that
contributes new knowledge to the field of art education by presenting the unique features of
leadership in the arts that can be applied to future research and practice of arts leadership. The
following sections will discuss the new knowledge created based on this study. In this study, the
participants came from educational backgrounds in the arts; artistic creation was an important
part of their life experiences. While carrying out leadership roles in arts organizations, these arts
leaders did not separate their art experience from their leadership practices. The totality of their
creative experiences in the arts became an essential element that guided their behaviors.
The results of this study revealed a high level of connection between art experience and
leadership among these arts leaders. Although discovering this connection was an important part
of the research design and was also in the research question and interview guide, the concept of
Artful Leadership crystallized from this study demonstrates the nature of non-separateness
between those two elements because these leaders’ arts backgrounds crafted their mindsets,
behaviors, and everyday practices in a holistic manner. In addition, leadership roles in general
involve certain levels of flexibility, and the arts leaders selected in this study showed an
inclination to apply their art experience as foundation to drive their leadership behaviors.
These arts leaders did not have any type of formal arts leadership training before their
professional leadership in arts organizations. In addition, the close connection between their
artistic creation and their leadership practice was revealed across participants. The researcher
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used this finding to capture the development of artful leadership as a holistic and long-term
process in which their art experiences served as the foundation for creating artful leadership.
No arts leader who contributed to the creation of this framework had formal, structured
leadership pre-service training because there are no arts leadership programs specifically
developed to address how art experience can be applied to and transformational in leadership
practice. The arts leaders in this study claimed that the knowledge taught in programs of arts
administration covered various organizational operational tasks (e.g., fundraising, finances, and
human resources) for effectively running arts organizations. However, they saw content
knowledge and creative experiences in the arts as the actual driving forces for leadership in the
arts because they believed that art experience is highly personal and arts leadership must be
enacted based on artistic creation.
The Artful Leadership Framework demonstrates how these arts leaders used their art
experience to enhance their unique practice in leadership. This study provides the foundation for
theory about the leadership landscape in arts organizations. In Chapter 1, I suggested that
effective leadership education and leadership development in the arts are needed. Based on the
results of this research, the experience of artistic creation successfully complements leadership
behaviors and has become a powerful inspiration for leaders to apply practical knowledge in the
arts to function in the context of leadership.
Additionally, professional leadership practices in arts organizations are highly related to
art making, artistic creation, and various art experience. Therefore, these arts leaders’ personal
educational backgrounds in the arts not only influence their leadership behaviors but also
transform their leadership qualities while fostering others’ creative experiences. This finding
reveals that art experience plays important role in the progression of becoming effective leaders
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and can be applied to both leadership education and leadership development. The researcher uses
leadership education to refer to pre-service educational training at the university level, while
leadership development refers to professional development after art educators have become arts
leaders, which provides in-process professional training. Artistic creation enables leaders to
establish critical skills such as conceptualizing growth, developing empathy, embracing changes,
fostering collaboration, and encouraging creativity. These skills developed through the
foundation of artistic creation require each leader to go through the creativity process from an
artistic perspective; this personal experience is important because the action of creation can only
be experienced not learned or taught.
The arts leaders in this study explained that those leadership skills in the arts were
developed primarily on the job, and this framework potentially contributes to the development of
new arts leadership programs in university settings so the leadership education for arts leaders
can become a structured training process that allows current and future art educators to have
opportunities to develop the concepts and skills of Artful Leadership. Although it may be a while
before arts leadership programs are created and fully developed, the researcher argues for these
programs because rigorous education in artful leadership can extend leadership discourse
emphasizing artistic creation and its impact on leadership practices.
Another important consideration for creating leadership education and professional
development for Artful Leadership is to relate leadership discourses inside and outside of art
education. As discussed in both Chapters 1 and 2, arts leadership discourse is limited. This study
expands the boundaries of arts leadership discourse through qualitative research data. It provides
an opportunity to examine how leadership discourse in the arts intersects with other professional
fields.
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The creation of Artful Leadership Framework invites leadership researchers/practitioners
from fields such as business, management, public administration, and educational leadership to
examine similarities and differences across disciplines so arts leaders can benefit from fields
with long histories of leadership to benefit from viewing leadership from creative/artistic
perspectives. Artful Leadership can be applied to other professional and organizational contexts
for non-arts students and practitioners because leadership is a creative process from this
perspective.
The importance of artistic creation and art experience was discovered in this study. This
finding opens the possibility for leadership education and leadership development in other fields
to integrate creative processes into their leadership training and inspire leaders who do not have
art-based background to conceptualize artistic creation as an enhancement to their leadership
thoughts and practices. From a practical perspective, artful learning can be applied to leadership
education and development in other disciplines so people in non-art professional fields have
opportunities to explore the process and value of artful experience and to apply this knowledge
to their leadership thoughts and behaviors. The purpose of the integration of arts and leadership
is to expand the boundaries of leadership dynamics and highlight the impact and correlation that
arts can offer insights, fluidity, creativity, and transformation to leadership discourse and
practice.
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Recommendations for Future Research

Applying the Artful Leadership Framework in Art Education
The Artful Leadership Framework in this study is based on 24 selected arts leaders’
behaviors in arts organizations. This three-layer framework can be further examined in future
research to show how these layers of leadership philosophies, techniques, and practices can
apply to other arts organizations because contextual factors greatly influence leadership
practices. Applying this framework to other arts organizations can reveal not only the
effectiveness of this framework but also discover different components that can fully describe
each organizational construct.
As discussed in the visual representation of the framework, each arts organization can
potentially create its leadership model based on its organizational vision, culture, and
development. This framework provides a rationale for arts organizations to consider how Artful
Leadership can be created with logical sequences so leadership development can become more
clear and practical. Future research focusing on studying the practical application of this Artful
Leadership Framework can mitigate gaps between theoretical models and practical leadership
behaviors so leadership can be adjusted to serve different personal, institutional, and practical
emphases and to create a series of other frameworks applicable for arts leadership.

Interacting with Leadership Discourses in other Disciplines

As discussed in Chapter 2, leadership discourse has long been discussed in several
different professional fields. Therefore, future research in arts leadership should examine the
similarities and differences among arts leadership and other leadership discourses. In addition,

217
evaluating this artful leadership framework in the context of leadership practice both inside and
outside the field of art education may provide insights that improve arts organizations’ structures
and effectiveness.
The discourse of Artful Leadership can also inspire other professional fields to consider
the integration of artistic creation in their respective leadership training. Although the arts leaders
selected had long histories in the arts, which might not be present for leaders outside of the artrelated fields, it will be valuable to investigate methods and applications of how to help leaders
across disciplines practice artistic creation and apply takeaways to their leadership practices.

Artful Leadership Framework as a Professional Development Tools and Assessment

The findings of this study are based on a qualitative research design and the framework is
summative and descriptive. This framework involves three layers demonstrating arts leadership
philosophies, techniques, and practices presented in a circle. Future research could also apply
this framework as a foundation for a professional development measurement tool to assess and
examine leadership behaviors. Using quantitative research methods, this framework could be
used to provide insights into where leaders’ practice is located within this framework.
These results can also be used for self-examination and teamwork enhancement because
each individual contributes different talents, behaviors, and knowledge to the organization. If this
framework can be applied as a process of conceptualizing the dynamics of an organization, the
combination of leadership styles discovered within an organization can be an effective interplay
that promotes outstanding organizational performance.
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Conclusion
This study argued leadership behaviors and development have not been studied
extensively with empirical research so training art education leaders has been an informal
process. To fill this gap, this study discovered leadership philosophies, techniques, and practices
of arts leaders in arts organizations and the data resulted in the development of the concept of
Artful Leadership and a framework of Artful Leadership practices.
Continuous leadership research development in art education is critical, and researchers
will be able to use this framework to reflect on research designs, processes, and outcomes with
the hope of continuing to investigate leadership development discourse in art education. The
researcher envisions the creation of more leadership development tools inspired by this
framework in art education to guide art educators who have interest in and the potential and
ambitions to contribute to Artful Leadership.
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To Whom It May Concern,
I am the current art education doctoral student at Northern Illinois University and have been
conducting a study of leadership in art education for the past 3 years. I am looking for arts
organizations’ leaders in Chicago, San Francisco, New York City. The purpose of my study is to
investigate the leadership qualities of art education leaders who serve in leadership positions in
art organizations. With an emphasis on the qualities of leadership experience and development,
this study will formulate a picture of leadership that art education leaders have created in their
respective organizations. Through investigating leaders’ leadership philosophies, strategies, and
practices in art organizations, this study seeks to conceptualize a model leadership framework for
future art and art education leaders to enhance leadership education and development.
Please provide your contact information so I will be able to speak with you regarding your
educational backgrounds and professional experiences to prepare for the interview. The
interview will be approximately take 60-90 minutes depending on your availability. I will
prepare some interview questions regarding career history, educational backgrounds, and
experiences as a leader. I look forward to meeting you and your leadership insight will be
valuable to my study as well as the field of art education.

Sincerely,
Li-Hsuan
Art+Design Education, School of Art
Northern Illinois University
Email address: lihsuan1020@gmail.com
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I agree to participate in the research project titled Conceptualizing a Leadership Model
Framework for Art Education: Examining Leadership Philosophies, Techniques, and Practices of
Art Education Leaders being conducted by Li-Hsuan Hsu, a graduate student at Northern Illinois
University. I have been informed that the purpose of the study is to investigate the leadership
qualities of art education leaders who serve in leadership positions in art organizations and to
conceptualize a model leadership framework for future art and art education leaders to enhance
leadership development.
I understand that if I agree to participate in this study, I will be asked to do the following:
participating in 60-90 minutes interviews, providing opportunities for observations, and
providing artifacts to support the interviews, I am aware that my participation is voluntary and
may be withdrawn at any time without penalty or prejudice, and that if I have any additional
questions concerning this study, I may contact Li-Hsuan Hsu at (779) 777-0925 and Professor
Kerry Freedman at (630) 561-2011.
I understand that if I wish further information regarding my rights as a research subject, I
may contact the Office of Research Compliance at Northern Illinois University at (815) 7538588. I understand that the intended benefits of this study include helping art education leaders’
increase awareness and consciousness of their own leadership experiences to advance their
everyday leadership experiences. This study will also create potential interactive connections in
the field of art education and that will provide guidance in developing a solid foundation in
leadership studies.
I have been informed that there are no potential risks I could experience during this study.
I understand that all information gathered during this experiment will be kept confidential by the
researcher; the researcher will use pseudonym to refer to my insight in this study and all the data
will be locked as secure files in the researcher’s laptop. I understand that my consent to
participate in this project does not constitute a waiver of any legal rights or redress I might have
as a result of my participation, and I acknowledge that I have received a copy of this consent
form.

_________________________

_________________________

Signature of Subject

Date
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•

General information
1. Tell me about your role and duty as a leader in this organization. How long have you
been the leader in this position?
2. Tell me your art educational background and career history as a leader. How do they
relate to each other?

•

Mission, Vision, and Philosophy
3. How would you define leadership?
4. Tell me about what you value as a leader. What’s your vision as a leader?
5. How would you describe your leadership philosophies and how does it influence your
leadership behaviors in this organization?

•

Context, Technique, and Practice
6. Tell me the different contexts and situations you lead in this organization and offer
some examples.
7. What skills and behaviors make a good leader? What leadership behaviors you use in
a specific situation? Give an example.
8. What are the strategies you use with your team to promote art education in the
organization and in the community?

•

Leadership development
9. How do you develop your leadership skills?
10. How other people describe you as a leader? How other people comment on your
leadership style?
11. What does art education background influence your leadership development
mentioned above?
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Date: _____________
Location: _______________
Art Organization: ____________________

Theme

Focus

Leadership

•

Identity as a person

Philosophies

•

Identity as an artist

•

Identity as a leader

Leadership

•

Strategic Principles

Strategies

•

Empowerment of others

•

Leadership development

Leadership

•

Acts of leadership

Techniques

•

Organizational management

•

Holistic performance

Field Note

